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The purpose of this study was to examine an organization ¢ 


ment intervention related to setting goals in Red Deer College 


an organization development inter- 


er College. The intervention was 


etermining how the researcher's interaction in the 


tion modified the intervention process, and secondly, how 
simulation and information feedback 


in the college. 
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The goal perceptions were compared between the various administrations 
of the 1.G.I. using appropriate applications of the te Lest . 

In terms of the intervention process, it was possible to conclude 
that: (1) the process of the intervention was too complex. This 
caused confusion and disfunctionally lengthened the time requirements; 
(2) the process required more resources than were planned; (3) nego- 
tiation was a consistent response to the process; (4) once partici- 
pation in the process developed, response was positive and confusion 
cleared up; and (5) attempts to be highly involved in the college 
were not negative, but placed a strain on time resources. 

The GOALS simulation and the information feedback stages led to 
the following conclusions: (1) participation in the GOALS simulation 
did produce less diversity; (2) increased variation of response occurred 
on some goals and was related to changes in relative importance; (3) 
the provision of information had yirtually no impact when comparing goal 
perceptions between tests; (4) the information feedback produced some 
dissonance in the consensus when the "Is" and "Should Be" goal preferences 
were compared. Equally plausible was the contention that the consensus 
of the GOALS activity “wore off" oyer time; (5) Activities related to 
maintenance of the environment were constantly perceived as important, 
regardless of the interyention; (6) Throughout the interyention there 


was considerable agreement about which goals were and were not important. 
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Chapter 1 
INTRODUCTION 


ORIENTATION 


One of the most pervasive issues in organization theory is the 
question of goals. Almost any body of literature which claims to be 
comprehensive includes some comment on the goals of oresanizations. 
The question of goals, however, has increasingly become more than a 
conceptual problem. It has become a critical problem in the daily 
reality of organization operation. Nowhere has this been more 
apparent than in the operation of educational organizations, and 
particularly in institutions of higher education. 

Uhl (1971) suggests that: 

During the past five years, colleges and universities have 

experienced a crisis of authority and confidence both on 

and off campus. Radicals view colleges and universities 

as tools for forging a new society, while conservatives see 

them as an instrument for sustaining and strengthening the 

status quo. Politicians and taxpayers generally view 

higher education as being unable to manage its own affairs. 

The intensity with which colleges and universities are 

being pulled by these different groups not only stresses 

the importance of assessing what these groups want .. . but 

also indicates the importance of finding a means to promote 

convergence of opinion among them with respect to an 
institution's goals. 

Given the type of environmental context, the issue of goals takes 
on implications for individual institutions as well as for any part~ 


icular educational system. Under these circumstances educational 


institutions are being pressed to deal with the exceedingly difficult 
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2 
problems of institutional evaluation and subsequent attempts to renew 
and redirect. 

There are a variety of reasons why an institution should be able 


to articulate a unique set of goals. 


‘a8 Only after an institution decides what it wants and 


can do will it be able to preserve its coherence, autonomy and integrity. 


2s Knowledge of institutional goals is necessary to allow 


effective response to an increasing variety of demands. 


5S Goal articulation is also vital to substantiate claims 


for fiscal support and subsequent accountability for funds allocated. 


4. Goal definition is essential to one type of institu- 


tionai evaluation -- goal accomplishment. 


From the broader society these needs to articulate goals are 
emphasized through pressure on educational organizations for closer 
conformity to both vaguely and clearly defined demands, and through 
increased attempts to rationalize resource allocation and competition 
between various educational levels for program jurisdiction and avail- 
able resources. However, being convinced of the need to articulate 
goals is only the first step. Developing a process for articulating 


goals and being involved with this process are the obvious next steps. 
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While the project I have reported in this dissertation did develop 
data on individuals’ perceptions of goals in a community college, this 
was not the total focus of my research. The data on goals provided 
a substantive entry point into a more central issue of process and 
procedure. 

The writings of such authors as Lewin (1936), Maslow (1954) and 
Blumer (1969) and certain organization theorists represented by Argyris 
(1970), Bennis (1965, 1973a, 1973b), Etzioni (1961, 1964), Herzberg 
(1966), Likert (1967), McGregor (1960) and Schein (1965, 1969) suggest 
that information and group processes relating to openness and freedom 
to discuss were necessary for organization members to understand and 
deal with the immediate and long-term issues such as organization goals. 

During my doctoral coursework in 1972-73 my interest in organization 
goals combined with the additional influence of these writings began to 
lead into an increased interest with issues of method. On one hand there 
was the obvious value of the experimental and quantifiable approach 
which viewed the researcher, under controlled conditions, as someone 
necessarily apart from the organization and the problem being examined. 
Basic to this approach was the need to produce objective and verifiable 
findings. On the other hand, this approach appeared to be at variance 
with the difficulty of introducing control and experimentation in the 
daily life of the organization. Furthermore, within organizations 
being studied, there appeared to me to be a growing cynicism with such 


remote examinations of organization problems. This sentiment was often 
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reflected in such attitudes as: "Is this going to be another graduate 
student thesis?" or "This time will we at least receive a copy of the 
report?" Added to these concerns was my general observation that most 
of these studies served the purpose of adding to the body of learned 
knowledge, but seldom seemed to result in courses of action being 
readily apparent for or even perceived by the individuals in the 
organizations under study. 

My concern with these issues inevitably raised another time-worn 
problem. If the body of learned knowledge was being expanded but 
few resolutions were being developed to practical preblems, wherein 
was the validity of the body of knowledge? 

Did the positions of theory and practice represent a dichotomy or 
a continuum? Striving to see the relevance of both positions and 
recognizing the clear relationship between theorizing and doing, I 
was drawn to adopt the stance that the two positions were not mutually 
exclusive. The problem then became one of operationalizing a relation- 
ship. 

Again it was significant that I came into contact with the work 
and writings of such organization consultants as Bennis and Argyris. 
In these writings conceptualizations focussed on matters of action. 
What indeed were the responsibilities of the consultant? Was a con- 
sultant in any respectable sense a researcher? He usually claimed to 


bring the organization relevant behavioral science and organization 
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2 
theory, and, at the same time, usually made some implicit or explicit 
promise to solve a problem. Was he to behave in the traditional re- 
search role of an uninvolved executor of an objective and carefully 
worked out research design with a final report as his only responsi- 
bility? Or, conversely, did he have some responsibility, knowing the 
less than objective nature of organization life, to become involved 
with organization members to understand their needs, to agree on the 
problem(s), to design jointly an approach and then to take some 
responsibility for assisting with implementation of solutions? 

Being a graduate student with responsibility to produce a dis- 
sertation, but also an individual with some commitment to help and 
not to exploit the organization for data, focussed these issues on 
my position in the activity of graduate research. Would I be an un- 
involved, objective researcher with the payoff for disruption of the 
organization being a copy of the report or would I strive to become 
involved in the life of the organization so as to produce something 
"useful"? I opted for the position of involvement as this report 
should make evident. Yet, at the same time, being convinced of the 
continuum between theory and practice, I also wanted to attempt through 
my involvement in action and practice to make some contribution to 


administrative knowledge. 
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As I have already indicated, these concerns were not growing in 
the absence of a substantive organization issue. I was becoming 
increasingly interested in how organizations establish a sense of 
direction through articulation of organization goals. Together with 
my ideas regarding research methods, I was also developing an interest 
in the ways that participation and information might have an impact 
on organization purpose. Increasingly it occurred to me that organi- 
zation development concepts dealing with participation, information 
and the involved researcher might be brought to bear on a process for 
establishing organization goals so as to yield some type of theory/practice 
blend. 

It was from concern with these issues that the purpose and design 
of this project ultimately emerged. To recapitulate: 

- I had an interest in performing a practice-oriented 
research task that was based on behavioral science research and organiz- 
ation theory. 

~ I did not want to conduct the activity as a researcher 
"sterilized" from the organization by way of a questionnaire. I 
wanted to be involved in the organization while doing the research. 

~ I wanted the research task to deal with a real organization 
need through a method that could be adapted to the reality of the 
organization. 


~- Finally, I had a real interest in the substantive problem 
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7 
of what impact participation and goal-related information would have 


on the process of setting goals and on actual perception of goals. 


A key distinction will be useful to the reader in gaining an 
understanding of the nature and purpose of this study. In most dis- 
sertations the substantive data collected are the central focus cf 
the research, and the process is important primarily by way of its 
objectivity and adherence to strict rules of design so as to ensure 
possible replication of the data. This dissertation attempted to pay 
equal, if not more, attention to the process. The substantive data in 
the report deals with findings on college goals (Chapters Three and 
Six), but these data were primarily used to better understand the 


process used in the research (Chapters Two and Five). 
STATEMENT OF THE PROBLEM 


The project reported in this dissertation attempted to examine 
the impact of participation in goal-setting and feedback of inform- 
ation on a process for setting goals in Red Deer College. Data on 
perception of goals over a sequence of events and a period of time 
were used to examine this impact on the goal-setting process. 

The purpose of the study was to examine an intervention process 
for setting goals by examining changes in the overall intervention and 
by noting the impacts of participation in goal-setting and information 


feedback on perceptions of goals in Red Deer College. 
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This general statement yielded two sub-problems: 

Ue How did interaction of the researcher with individuals and 
groups in the college modify the goal-setting process? and 

ae What were the impacts of participation in a goal-setting 


simulation and information feedback on the perception of goals within 


the college? 


DEFINITION OF TERMS 


The following definition of terms is useful in understanding the 


preceses used to operationalize the concepts in this study. 


Organization Development 
Through reflexive and self-analytical methods of diagnosis and 


intervention, organization development is a planned and sustained 


4 


effort to apply behavioral science knowledge for organization im- 
prevement. 

Diagnosis. Through the generation of information, diagnosis 
assists ta clarifying the distinction between those activities which 
facilitate accomplishment of goals and those which do not. 


Intervention. This process refers to the total entry process 


of the researcher/consultant to the 


Q 


cganization. More specifically 
it refers to the actual activities employed to enter an ongoing 
system or to come between or among persons for the purpose of nelping 


them scive problems. 
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Goals 


It is necessary to present a conceptual distinction between two 
types of goals, official goals and operative goais, and then to present 


the operational definition of goals used in this study. 


Official Goals. These are the general purposes of the organ- 
ization which appear in the organization's charter, annual reports 
or public statements of philosophy and purpose. 

Operative Goals. These are the actual ends sought through 
action taken by organization participants; these ends occur on the 
basis of individuals interacting with each other to identify and 
understand persons and actions so that a common or joint action is 
possible. Consequently, operative goais are embedded in what people 
perceive goals to be and in the allocation of organization resources 


that results from the coalitions produced through interaction. 


Operational Definition. Operationally in this study, goals refer 
to the particular pattern of specified needs, outputs and priorities 
established for a single institution. Within this definition there 
are output goals which have a product and support goals which are the 


tasks of persons responsible for maintenance activities. 


\ gs el 
s ma Py y io 


} es iid ae Sais Loadesoa, 


seumaeh ait pag hihi any wor eg ae. 
ee 5 ye a ea a 
mee SAY carte eb ise cen AI BH etn a 
P Das 
Gis Meteo Ae ee aati es 
_ mae. aes te ‘nadogtlhy cx ay. OtD's ae ‘ata a 


7 etygage isvhtia .I92976Ro & ree) rarl 
Vaedgted hea “uigghaey J 


(anit: Mieund She Les a ore Ones 


: oo = . - - . + 
a nl 
oy P he ry Maile 5 ) . re ait ae rae 
a ge * o +. - . . = 
cae = = =f : 


na) ee ae a ie : 7 wll 
diqprig veil Ti tabhouwe ox steog welt ei 


be oticons? ay) Wisin to gokisoos,: : ; 


ea ee eS Ts) We Regs Pe es eae ae = a mae te a. VS Ph age a + he eee 
REED 5) PP wih - re % ¥ : - : i 7 
hy OLens sain? OAC? Seqoienss ; foun e4 wee? 


ue 

~ 

t 

a 

hana 
4 


igtey a7eou .ytards wets 4 “ig 5 Lndiet 
ne baieajae¢ PER GATES Run pre hOP Ltt. Se. oe 


ee, EO Salby BERS ots y yuiees TA 


OAR. Gaui 4 eR Pea a6 Opes Det h sofa sg. & ay Ci: 


7 ~ ~~ 
7 Par ~ 0 oo ee a BOOB eae Arp “Yt tie 
os : 2 
Vee ret on aes : 
i 
5 
a 
~ 
° 


(me 


1G 
Participation 
Participation refers to individual involvement in the processes 
of interaction and meaning creation which occur regularly in any 
organization. In the operational terms of this study, participation 
refers to involvement in a formally structured process using group 
participation and specific information to simulate the setting of 


college goals. 


Information 

In this study information relates to three general areas: 

Ly Data on what groups perceived organization goais were and 
what they should be BEFORE and AFTER participation; 

a Data on the goals established as a result of the group setting 
of organization goals; and 


ie Data on the allocation of fiscal resources to program categories. 


ASSUMPTIONS 


In the conduct of this study, it was assumed that: 

Yr. The formation of organization goals was based on an inter- 
action between individuals in which persons and actions were designated 
meanings by individuals, and coalitions of meanings ultimately resulted 


to produce areas of joint action or organization goals; 
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2 Out of this process individuals in the organization can and 
did perceive organization goals; 

3% Participation in a simulated goal-setting activity was 
sincere and honest and individuals openly interacted on the basis 
of existing meanings; 

4, A statement of fiscal allocations was a fair, additional 
statement of goals which, together with participants' perceptions, 
presented another view of organization goals, and 

De Participants read this information before the last use of 

6. Use of the IGI in Canada would result in a factoring of items 
into the same goal categories as had occured in previous uses of the 


Inventory. 


LIMITATIONS 


The study was conducted under the following limitations: 

ty The Institutional Goals Inventory (E.T.S., 1970) was scored 
through a summation of individual responses to identify goals for the 
organization and various sub-groups. This presented a limitation since 
it was assumed that goals were more than an arithmetic means of in- 
dividual statements. Attempts to overcome this limitation involved 
the researcher's participation in the organization and group inter- 


action focused on goals; 
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2 The researcher's ability to effect a successful entry into 
the organization was a limiting factor on the study since the study 
emphasized processes of openness and freedom of discussion. Success- 
ful entry required convincing people that the study would indeed be 
implemented to help organization members to solve a problem. Failure 
to effect successful entry would mean less than full and open partici- 
pation, and would thereby limit operation of the study; and 

a. The extent to which the allocation measures actually represented 
an aspect of organization goals. According to the concept of goal 
formation used in this study, goals cannot be viewed only as arithmetic 
sums of individuals' responses to a questionnaire. Nor could program 
costs resulting from allocation of resources in the college eee 


a singie statement of college goals. Measures of resource allocation 


represented one limited aspect of college goals. 
DELIMITATIONS 


The study was delimited in the following ways: 

i It dealt with only the major stakeholders in the college 
organization and not with those groups external and public to the 
college. The choice of student participants was delimited to the 
full Students' Council. 

248 The delimitations that existed within the cost analysis 


procedure used to produce the allocation measures as an aspect of 
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college goals. Briefly the cost analysis procedure was delimited 
in the following ways: 

a. Data for the cost analysis came only from the 1973-74 
year; 

Ds Enrolment figures used to allocate costs to courses 
were those reported after 25 percent of the course had elapsed; 

ct Capital costs were not included; 

ds Total faculty salaries were allocated only as instruc- 
tional costs; 

e. Time spent in different classes was directly related 
and in proportion to pre- and post-instructional activities; and 

i indirect costs were allocated to courses on the basis 
of enrolment and class hours; 

a, The goal-setting procedures were applied to one organization, 

Red Deer College, with limited statistical comparison with Grande Prairie 


Regional College. 


ORGANIZATION OF THE THESIS 


The balance of the thesis is organized into six major divisions. 
The major elements that comprise the conceptual framework for the 
study are dealt with in Chapter Two. Recent reports in the literature 


dealing with the development of goals assessment instruments and their 


bt) 4 Sy amet eee ee ee 
ras, bed f : ’ =| us 
, a ret eS 
wae re ee a ee ee ee _ #2 sBse 
PEELE BES HIRT Seat raig taArane ssiiatieaa a . 
we ft cae Molin ets Te aha Fok a o Btn a2 ad wang A 


by ea ksh eae ay: Tam wens oe ie 
eGzsyen 34 erent ase pee & mi Saray a 


pig ts saa syasuby “ee? t) qncrsag: ON) GasF ry sear = 
-gitaP ae) oe i vile alse RRM? Baer 


’ j ee P Ce ae AA ae Bar! Pee oe 
segbsact oy eine WeyesasEeriae eainetés iis usny ‘age te 
Bere PG ) Pas 6 et; ; sng 


. 
a 


“ e : oF. cake a a= me * aA ev 7 
bataton | ppd be RAR Ronis Ot FSAI LS “ay hee ep ki - ee bial 


laa’ jaa rivisse Leuhicour jant> $ebe heb =ebq Gpeee 
‘ee 
wtant off 20 esatens Of bOTH alin saw deo peogR eT a 


pastaner! Wears yee ae 

Mi 
see dag eno we elite sie Wer tr tg FQ ytd soa-Iace ita f 
> ekw poskingnh > feeyiaeraeds fsb) Y she agoiied se 


.\. eae tied Ls 


atyvant abras 


ayer wet | ga eeiooanao -. 


auntie Te Re all Gif) DCSLGEI. Fe esaets utd Jo sone tat un 


ey? 


gia me) UsermudeS Legs yratoo MID vebiepTor jet” etnonaiae 
enuiemehE 4si-nt weqer teva! = .ovs wesgadt at ditw. tinh aan Che 
Shadi Bi maneewinent dentetsees ase, Tr Jestemye duit tel 


Sas 


14 


use in relation to organization development are summarized in Chapter 
Three. The chapter will conclude with the presentation of a possible 
synthesis between goals assessment and organization development. 

The research procedures used in the study are reported in Chapter 
Four. The research findings are presented in Chapters Five and Six. 
In Chapter Five the study process is discussed against a number of 
categories related to the organization development process. The problem 
is examined in a statistical mode in Chapter Six. 

Conclusions and recommendations for research are presented in 
Chapter Seven in an attempt to identify some implications for goals 


assessment processes in a college setting. 
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Chapter 2 
CONCEPTUAL FRAMEWORK 
INTRODUCTION 


Three bodies of knowledge are made use of in this study: field 
theory, organization development, and organization goals. The first 
two, field theory and organization development, are closely related. 
Organizational development is more practice oriented; however, much 
of its theoretical justification lies in field theory. 

In the context of points made in Chapter One, field theory 
and organization development present the theoretical basis for the 
procedures used in this study. For this reason they are treated 
first and in relation to each other, field theory providing the 
basis for the emergence of organization development concepts. 

Discussion of organization goals is presented to establish the 
validity of goals as an entry point for application of the processes of 
organization development. No attempt is made to provide validation of 
goal and goal formation concepts in organizations. They are discussed 
in this chapter as the major entry point for the organizaticen develop- 
ment intervention reported in this study, and to show the complementary 
nature of goal formation concepts with the theoretical elements of 


field theory and organization development. 
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FIELD RESEARCH 


Field research is a designation which may conjure an image of the 
researcher as an eccentric individual who lives as close as possible 
to his subject, collecting his data by "living in" the particular 
social system under study. It suggests procedures more readily 
identified with the sociologist and the anthropologist than with the 
student of organizations. Its concepts have, however, been relied 
upon by organization theorists who have in the past ten to fifteen 
years attempted to bridge the relationship between theory about 


organizations and the practices within them. 


Participant Observation 

It would be an oversimplification to identify field research 
with one of its particular modes, participant observation, but it is 
an appropriate beginning point from which to relate some of the 
concepts of field research to this study. Warren Bennis (1973a: 6) 
has observed that reflection is a legitimate process of inquiry for 
social science. Consistent with the viability of reflection was what 
Bennis called a "roll-your-own" methodology that allowed the researcher 
a role combining action and analysis. In this role the more traditional 
"narticipant-observer" became an observant participant. As Bennis 
(1973a: 6-7) noted, "This approach allows for both personal and 
theoretical insights. Both are in gear, but one, the personal, is the 


major stemwinder." 
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Furthermore, Bennis (1973a: 7-8) suggests that most social 
science presents two extreme caricatures of organizational life. 

One relies on the census-survey approach, which accounts for all ex- 

cept real life and growth. The other relies on the general theoreti- 
cal statement. tatistics and formulae by themselves have, however, 

little meaning. 

Body counts and voting patterns left uninterpreted may be 
accurate but they are not terribly relevant to the real-life organiz- 
ation. The anticipated outcome of an approach advocated by Bennis 
(1973:5) would be a contribution to an exoteric body of knowledge on 
organization life. In comparison to esoteric knowledge which is 
typically directed to experts, exoteric knowledge is suitable to the 
general public. It is the type of knowledge needed to help in the 
solution of real-life problems in the major social organizations of 
today. 

Bennis suggests that a form of participant observation has potential 
for producing the type of information needed to deal with problems in 
organizations. However, participant observation is only one form of 
a broader approach to social phenomena known as field theory and field 


research. 


Field Concept 
Schatzman and Strauss (1973: 2) frankly admit ". . . that one 
does not know very much about the research as a set of operations when 
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18 
this vagueness, field research must not be viewed as the functional 
equivalent of laboratory research. Concepts which require limitation 
and control are not realistic for field research, and a search for them 
in field research is not particularly useful. For the field researcher, 
his field -- whatever the substance -- is continuous with other fields 
and bound up with them in various ways. 

The field researcher: 

. . . Claims no antiseptic distance and noninterference 
from outside influence. When he enters the field, he does 
so with his skills and consequently with many of the situ- 
ations, process and perspectives -- indeed, methodological 
biases -- that link him with other models of work and thought 
long since established in former training institutions and 
modified by experience. Also, when he enters the field, 
he maintains his links to institutions of current employ- 
ment and association. Probably he is linked to kin and 
friendship groups which may affect him and his work through 
their mutual investment and obligations. Thus, both the 
field (or object within it) and the researcher are inex- 
tricably linked to other "fields" and social situations - 


any or all of which impinge upon his research. 
(Schatzman and Strauss, 1973: 2-3) 


This concept of "field" is consistent with a form of naturalistic 
humanism that focuses on man's symbolically shaped cognitive processes 
in which are embedded the keys to human understanding and explanation. 
A researcher of this humanistic bent cancludes that the human scene 
exhibits important properties in addition to those found in nonhuman 
contexts. These properties are complex, but the following are central: 

te Man can take a point of view on himself, and act towards 


himself and others on the basis of that perspective. 
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a In different situations he can simultaneously hold several 
perspectives on himself and on the things and events he observes and 
takes part in; in other situations, he creates new perspectives. 

mB Personal perspectives are social in origin and result from 
definitions of many social situations and processes in which he finds 
himself or with which he identifies. 

4. Man's definitions and perspectives become part of the con- 
ditions for his own actions; they are "forces" of his own making which 
impel him to act. 

As a consequence, the choice of method for the naturalistic re- 
searcher is imperative. The researcher must get close to the people 
whom he studies. People’s actions are best comprehended when observed 
in the natural ongoing environment where they work and live. 

As a result, this humanistic researcher comes to see social re- 
lations not as structures that "perform" limited functions, nor as 
structures which change over time, but as processes which over time 
may be dealt with as structures which will exhibit a number of con- 
sequences (Schatzman and Strauss, 1973: 5-6). 

These comments on observations in actual settings refer to the 
generic form -- field method. This approach is not an exclusive approach. 
It is more like an umbrella of activity beneath which any technique 
may be used to analyze the desired information,. 

Perls, Hefferline and Goodman (1951: 3-29) add another dimension 


to this concept of field method when they discuss the bland commitment 
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20 
by the researcher working in real-life settings to what is an unpardon- 
able sin for the researcher working in the laboratory, that is to 
". . . include the experimenter in the experiment!" An understanding 
of such an "error" comes from a recognition that both these individuals, 
each having his standards of rigor, seek to understand human behavior. 
Similarly, in this study, I attempt to include myself in the "experiment," 
not out of disrespect for the strictly experimental approach but 
rather to try and understand the organization from another point of view. 

Perls, Hefferline and Goodman (1951: 17, 227, 228) also state that 
experience occurs at the boundary between the organization and its 
environment. Thus, in any investigation, whether biological, 
psychological, or sociological, one must start with the interacting 
of the organism and its environment. Lewin (1936: 11-13) sums this 
up when he depicts behavior as a function of the person and the 
environment: B = £(P,E). 

Peris (1951: 228) calls this interaction of organism and environment 
in any function the "organism/environment field," and it is always 
to this interacting field that the researcher makes his reference. 

For the human, this field is not only physical but social, and con- 
sequently from this point of view, historical and cultural factors 
cannot be seen as conditions which just complicate or modify con- 


ditions. Such conditions are then basic to the way in which my research 


abn: soe ‘mina Saale cone 
selina uaa naka eh, pai aes »; 


" ene een" ashe git. Vober anion: es angi . | 


wd nso steve obne pity net | 
ay Ye sod separ in: ppb ar oer ) nS a 


aside Gets, (ibe 8 74 Lie tras) regal ee = sada 


ra 


ane 
es 


w nueo-o8 ne adel’ 
se < b gt Bots j vor, ak , antl ?, a 


P \. ate Nis Ak 5 
pulsnounoek Tie Baye anhke cet os , dele ee as 


‘i : 
cies ha UR GS SE. YOHRED. trtowed ' Soppedag tire alana S 


ria a ae acre indy ey tian a ok: Rated isetqat im 
Joos at See es akc = ree 
* . 4 s “ee fad i * aie 
ee Se ial atts ata 


‘hens unr a Ban’ thet > penn Glen 8 nd tape” cont oie Shit 


a72 line sop enserinyn®, et 


gdveptubs la fi ; ony 


ah 


a] 


analionsles Shit Gates? anconstad S44! cbt TY gtila one aaa 


— 
n 
ge. 
a 
& 
eS 
<i 
at 
* 


= 4 
. 


‘Seat ‘hie - ry pie sad Lyasaghy Rien vam Ob wi aes Gaas"y ; 
yi eis dacctentins bei Piddidate oct’ $0 sabia akes ae 
“Spies ae etre ie “ped! inns. SeT @TLe' a qa sabes en ‘dont 
Pe i we ee ij heaiy wee anek ney seas = 


: iD ; sl hoe “—S a 
Rp mene HOt Beem Ores ee 
7 


problem is to be presented and ultimately examined. 


Symbolic Interactionism 

Blumer (1969) places many of the concepts and orientations pre- 
sented above in the context of human groups when he discusses his 
concepts of symbolic interactionism. 

It is my conviction that an empirical science neces- 

sarily has to respect the nature of the empirical 

world that is its object of study. In my judgement 

symbolic interactionism shows that respect for the 

nature of human group life and conduct. But that 

respect necessitates, in turn, the development of a 

methodological perspective congruent with the nature 


of the empirical world under study. 
(Blumer, 1969:vii) 


Blumer presents a more generic treatment of the concepts dis- 
cussed earlier by Schatzman and Strauss. Blumer's conceptualization 
of group life rests on three premises. (1) Humans act toward things 
on the basis of the meanings that things have for them. [In this con- 
text things are individuals, objects, groups, categories, institutions, 
ideals, the activities of others, and situations encountered by in- 
dividuals. (2) The meaning of such things arises out of the social 
interaction one has with one's fellows. (3) These meanings are handled 
in and modified through an interpretative process used by the person 
in dealing with the things he encounters. Meanings in social inter- 
actionism are social products -- creations formed through the activities 


of people in interaction. 
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Within the process of attaching meaning to events in social 
interaction is an interpretative stage based on a process of self- 
interaction. In a process of communicating with himself, the in- 
dividual makes interpretation more than the mere application of 
meaning. Rather, it is a formative process in which meanings are 
used and received as instruments for the guidance and formation of 
action. Meanings are thereby a part of action through a process of 
first interacting with one's self. 

In this conceptualization the nature of human society or group 
life consists in each individual fitting to himself and then to others 
the lines of his and the others’ actions. Thus, any empirically 
oriented scheme of human society must respect the fact that society 
consists of people engaging in action. 

The aligning of such actions or social interaction takes place 
by people indicating to one another what to do and in turn interpreting 
the indications of others. Interactionism is a process that forms 
human conduct and meaning through gestures and responses, which signify: 
(a) What the person to whom it is directed is to do, (b) what the 
gesturing person plans to do, and (c) the joint action that is to 
arise by fhe articulation of the acts of both persons. Both joint 
action and individual conduct are formed in and through this process. 

Out of this interaction people form the objects that constitute 
their worlds. An object is anything that can be indicated or refer- 


red to and the nature of an object rests in the meaning it has for the 
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person to whom it is an object. Object meanings arise out of the way 
they are defined to a person by others with whom he interacts. 

Out cf mutual indications can arise a common set of objects 
which have the same meaning and are seen in the same manner by a given 
set of individuais. On the basis of the meaning that objects have for 
them, people are willing to act toward these objects. This action 
towards objects is predicated on the person having a "self" concept. 
The person treats this self as an object of his own action and he inter- 
acts with himself. Interactionism is significant here since the 
human being is not seen as a responding organism with its behavior a 
product of the factors playing on its organization or as an expression 
of the interplay of the parts of its organization. The person has to 
deal with what he notes and he is not seen as responding to the play 
of factors on or through him. Thus human action is constructed by 
a person on the basis of what he notes, interprets, and assesses. 

This view of individual human behavior applies equally well to 
joint or collective action. The collectivity constructs action through 
an interpretation of what is occurring in its area of operation. 
Interpretation occurs through participants making indications to 
one another and not only to individual selves. Joint behavior is 
an outcome of such a process of interpretative interaction. By inter- 
linking both the actions of individuals with other individuals and with 


the action of collectivities, ongoing activity occurs which constitutes 
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24 
the organizations, institutions, and vast complexes of interdependent 
relations in society. This articulation of various lines of action 
gives rise to joint action which is essentially a societal organization 
of conduct of different acts of diverse participants. This joint action 
is more than just a sum of parts; its character exists in its arti- 
culation. It is essential to remember that joint action is an inter- 
linking of the separate acts of participants and consequently a pro- 
cess of formation is always necessary even though the joint action 


may be well established and repetitive. 


Methodological Implications 


In Blumer's work we have a theoretical justification for two key 
concepts in this study. Participation by the researcher is required 
if one sees the organization from points of view consistent with field 
theory and symbolic interactionism. Furthermore, Blumer's conceptualization 
of joint or collective action based on common interpretations provides 
a basis for organization purposes expressed in the form of goal statements. 
In terms of methodology the foregoing concepts have some very 
clear implications. Blumer (1969: 23-24) suggests that in studying 
the empirical world, the researcher seldom has fi verhand acquaintance 
with the sphere of social life he proposes to study. By virtue of his 
position as a researcher, he is almost always an outsider. Despite 


this lack of knowledge the researcher will knowingly or unknowingly 
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25 
have formed some picture of the area he is to study. The network of 
beliefs and images he already has will be brought to bear in order to 
effect some intelligible view of the area. 

In view of this problem it is important to recognize that a care~ 
fully planned scheme of scientific inquiry, viewed as the correct 
method of treatment and analysis, can be assumed te replace this need 
for first hand knowledge, but this assumption is a shaky one on which 
to build a social inquiry. The questions asked, the problems set, 
the data sought, the relations envisioned, and the interpretations 
striven for all stem from the scheme of inquiry and not from familiarity 
with the empirical area being studied. 

From Blumer's point of view the empirical world being studied 
consists of ongoing group life and closeness to it is essential to 
know what is occurring. However, getting clese to and involved in the 
empirical world is not a simple matter of approaching an area and 
looking at it. A high order of careful and honest probing, creative 
yet disciplined imagination, resourcefulness and flexibility, pondering 
over what one is finding, and a constant readiness to test and recast 
images of the area is essential. 

The premise that social action is built up by the acting unit, 
either individual or collective, through a process of noting, inter- 
preting, and assessing things and mapping out a iine of action means 
that to analyze social action one has to observe the process by which 


it is constructed. Thus the researcher must try to see the situation 
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26 
as it is seen by the actor, observe what the actor took into account, 
note the alternative acts mapped in advance and seek to follow the 
interpretation that led to the selection of one of these acts. 

Two final points must be made about viewing the organization as 
an interlinkage of peoples’ activities rather than a self-contained 
entity with its own principles. Beneath the norms that regulate 
organization activity, people define each other's perspectives 
and the individual, through self-interaction, redefines his own 
perspective. Thus, shifts in supporting norms or courses of joint 
action represent more than applying or failing to apply sanctions. 

To be fully understood these shifts must be seen as growing from inter- 
action between people. 

The final point is that any joint action is temporally linked 
with previous joint action. The organization must not be cut off from 
its historical linkages. To do so is to misrepresent by neglecting 
to account for the fact that the designations and interpretations 
which form and maintain peoples’ organized relations are always somewhat 
carried over from the past. 

Blumer's (1969: 50) whole purpose was not to identify and analyze 
the procedures that could be empleyed to carry out exploration and 
inspection. His major concern was to discuss the methodological im- 
plications of interactionism. He did note, however, that such pro~ 


cedures as direct observation, field study, participant observation, 
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case study, interviewing, use of life histories, use of letters and 
diaries, use of documents, panel discussions, and use of conversations 
have application to an interactional study. Improvement of such methods 
is required, not to bring them to a standard format, but to upgrade 
eHeit capacity for discovering what is occurring in group life. 

Participant observation is not a complete rationalization for what 
this study set out to do. The concepts of field theory and inter- 
actionism, however, do provide a broader justification for the choice 
of methodology in this study. The next step will be to examine an 
approach to organizational analysis which is closely related to the 
concepts of interactionism and field theory. 

Earlier Bennis suggested that the observant participant could pro- 
vide information useful in the solution of organization problems. Or- 
ganization development has emerged as a systematic effort to develop 
this kind of useful information. It can be characterized as an effort 
by organization consultants to translate the concepts of field theory 
and interactionism into problem solving techniques which emphasize 
freedom to express, participation and open use of information. 

Embedded in this behavioral science knowledge these techniques 
provided some directions for the methodology employed in this arady: 
Dealing with the problem of organization goals, freedom to express was 
encouraged as a norm in the intervention. Opportunities for partici-~ 
pation in goal-related activities were provided and the resulting in- 


formation was made available to all participants. 
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ORGANIZATION DEVELOPMENT 


The major purposes of this sub-section are to present a definition 
of organization development (OD) and then to relate OD to intervention 
theory. In addressing this latter purpose I will identify some of 
the techniques of OD and establish that organization goals are a viable 
intervention point for OD activity. 

This attempt to interrelate organization theory and management 
practice has come to be labelled organization development (OD) and, as 
Weisbord (1974:480) suggests, the major bias of OD is that the only 
usable theories in organization development are contingent. There 
is no one best way to organize or to manage. Organization development 
attempts to view such variables as structure, conflict, goals, and 
outcomes in different environments and show that different conditions 


call forth different organizational forms. 


OD Defined 


Organization development derives from an integration between be- 
havioral science theory and experienced behavior of management con- 
sultants. Consequently it is a problem to achieve total consensus 
about what constitutes OD. In this study I opted to use the definition 
employed by Schmuck and Miles (1971: 2-3). They defined OD as a 
planned and sustained effort to apply behavioral science for system 
improvement, using reflexive, self-analytical methods. 

As a planned and sustained effort Schmuck and Miles emphasize 


that OD is not limited to a specific period of time. Generally OD 
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29 
requires the creation of an organizational subsystem specifically 
responsible for planning, managing, and evaluating the continuous 
process of self-renewal. Individuals in this subsystem act as inside 
change agents and are usually linked with outside consultants to carry 
out their mission (see also Trist, 1970: 349-362). 

Organizations are transformed slowly. Buchanan (1967) suggests 
that two to three years of OD effort are required to complete serious 
and self-sustaining change. Furthermore, no organizational trans- 
formation is ever complete and permanent. What is required is the 
institutionalization of OD functions so as to have constant involvement 
with the problem and the vagaries of organizational renewal. 

OD, as the definition states, relies on concepts from the behavioral 
sciences. These concepts serve a wide number of functions, namely: 

(1) to diagnose organization problems, (2) to give organization 
members a conceptual language for talking about and ordering the 
phenomena they face, (3) to redesign unsatisfactory structures and 
procedures, and (4) to provide a basis for evaluation of OD inter- 
ventions and processes. 

Finally, in their explication of the reflexive, self-analytic aspects 
of the definition, Schmuck and Miles indicate that OD involves system 
members in the assessment, diagnosis, and transformation of their own 
organization. In a collaborative arrangement both the consultant and 


the organization's members work together to examine current difficulties 
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and their causes, and they actively participate in the reformulation 
of goals, the deyelopment of new group process skills, the redesign 
of structures and procedures for achieving the goals, the alteration 
of the working climate, and the assessment of results. 

While Schmuck and Miles' definition has been adopted in this 
research, some observations should be made in relation to the con- 
cepts of interactionism presented earlier. 

In their definition Schmuck and Miles tend to put heavy emphasis 
on the system, not the individual, thus differentiating OD from 
"sensitivity training" and "management development." The primary 
focus is on the ability of the system to cope and on the relationships 
of the system with subsystems and the environment. Individuals often 
gain as a result of the improvement processes, but the primary concern 
of OD is with adequate organizational communication, integration of 
individual and organization goals, the development of trust in decision~ 
making, and the effect of the reward system on morale. 

Given this definition of OD there are three peripheral issues 
that should be briefly discussed since they have important methodological 


implications. 


Theory/Practice. Concern with the theory/practice, research/ 
action issues are replete in OD writing (Argyris, 1970: vi; Beer and 
Huse, 1972: 100; Bennis, 1965). Ultimately OD is characterized in 


the Lewinian tradition of action research. The practitioner as a 
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change agent in collaboration with a client system works to convert 
variables from theory into strategic instrumentation and programs. For 
Argyris (1970) this middle ground is the area where the practitioner 
becomes a researcher and actively helps to plan and to execute changes 
so that they test aspects of his theory. 

Collaboration. Boyer and Crockett (1973: 340) see the OD 
specialist as one who collaborates with a client to define the con- 
sulting relationship, the processes to be used and the change objective 
Derr and Demb (1973: 8) note that this collaborative relationsh‘; 
can tend to focus too much on the OD practitioner. The practitioner 
must strive to ensure that sole dependency on either the client or 
the consultant does not occur. Mutual need satisfaction and mutual in- 
fluence is the ideal for a collaborative relationship. 

OD As Process. With the emphasis on action research and a col- 
laborative relationship with the client, there is a strong tendency 
to characterize OD as a process for organization analysis and action. 
Burke (1971: 570), for example, suggests that the OD process comprises 
two phases: diagnosis and intervention. Diagnosis is identification 
of norms, procedures and general climate of the organization. Inter- 
vention then follows to change those norms which diagnosis exposed 
as barriers to effective individual and organization functioning. Thus, 
in this process, the OD practitioner assists individuals in the or- 
ganization to become more effective problem-solvers, decision-makers 


and decision—implementors so that ultimately the intervenor is no 


longer required. 
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OD And Intervention Theory 

Within the above definition of OD, it is important to examine 
briefly Argyris' (1970) discussion of intervention theory. Inter- 
vention theory attempts to relate the concepts of freedom to discuss, 
participation and availability of information from behavioral science 
knowledge to the activities of organization members. Further, it was 
the basic tasks identified by Argyris which prompted me to focus on 
the issues of participation and information in the goal-setting 
process reported in this dissertation. 

Argyris (1970; 16-20) identifies three primary tasks for the 
interventionist or OD practitioner in his writing on intervention 
theory. 

The first task is the generation of valid and useful information. 
Valid information describes the factors and their interrelationships 
which create the organization's problem. The validity of this inform- 
ation is subject to check by public verifiability, valid prediction, 
and control over the phenomena. Finally, no matter how valid the 
information is, it must also be useful in helping the clients to 


"usefulness 


control their destiny. Most OD practitioners consider the 
of the data" to be an important aspect of the data's validity. 
The second task is to ensure the possibility of free, informed 


choice for the client system. This task is rooted in the assumption 


that intervention, regardless of substantive issues, should maintain 
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33 
the client system's discreteness and autonomy. To make free choice 
possible the client must have a cognitive map which gives him the 
objectives of his action at the decision point. Freedom in this 
circumstance implies voluntary as opposed to automatic action, and 
proaction rather than reaction. To effect this, the interventionist 
must ensure that the processes of help are congruent with the out- 
comes desired. 

The interventionist must do all possible to ensure that the 
clients can make selection of alternatives with a minimum of internal 
defensiveness, can define the alternative(s) by which the intended 
consequence is to be achieved, can relate the choice to their 
central needs, and can build into their choices a realistic and 
challenging level of aspiration. 

The third task for the interventionist is to ensure internal 
commitment to the choices made. In view of the ultimate goal of 
strengthening the client system's autonomy vis-a-vis the interventionist 
and other systems, commitment to learning must be more than temporary. 
It must be strong enough to ensure transfer to relationships other 
than those with the interventionist and ultimately to those re- 
eee which do not involve the interventionist's help. 

It was these particular writings by Argyris that tended to have 
au significant impact on the design of this study. His comments 


about information suggested that the provision of information should 
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have some impact on an OD process through the perceptions of in- 
dividuals who have participated in the process. Furthermore, the 
requirement of free and informed choice and the encouragement of 
internal commitment in individuals suggested the importance of using 


a participative mode. 


OD Technology 


Schmuck and Miles (1971: 8) discuss OD in a more specific mode 
than Argyris’ intervention tasks. They deal with OD technology in a 
more operational sense by pointing out some of the more common areas 
on which OD can focus. OD diagnosis and ultimate intervention can 
focus on eight areas: goals, plans; communication; culture, climate; 
leadership, authority; problem-solving; decision-making; conflict/ 
cooperation; and role definitions. Various operational devices for 
examining these areas depend on the problem diagnosed and the focus 
of attention, whether it be the person or the organization. Consequently, 
activities can range from person-changing activities to task-oriented 
or structure-oriented activities. The activities that Schmuck and 
Miles (1971: 9) identify are: training and education, process con- 
sultation, confrontation, problem-solving, plan-making, task force 
establishment, and technostructural activity. 

The methodology of the present study was clearly influenced by 
these OD Biber tee Consistent with Argyris’ intervention tasks, efforts 


were made to develop norms of freedom to discuss and openness in the 
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35 
study. Participation and information were encouraged in a fashion 
which emphasized the need for participants to arrive at their own pro= 
biem definition and solution, 

Consistent with Schmuck and Miles discussion of OD technology 
this dissertation used some limited education and process consultation: 
The participation phase of the study allowed for confrontation, aiid 
the information portion called for data feedback. The basic focus 
was on the organization and the intervention activities dealt with 
the substantive area of goals and plans. Since the primary entry 
point to Red Deer College in this sttidy was the area of goals; it is 
now relevant to introduce the final conceptual framework that supported 


this study, 
ORGANIZATION GOALS 


Since a primary source of data in this study was perceptions of 
organization goals, there is some value in dealing with ways of viewing 
goal formation in organizations; articulating a concept of goal formation 
and identifying ways to inventory goals: 

One of the most diffictilt problems in the discussion of ofgani= 
zation goals is to determine how they are formed: Attempts to deal with 
this problem inevitably lead one to try and resolve the added problem 
of the relationship between individuals and the organizations in which 


they reside: Exceedingly difficult; as well, are efforts to clarify 
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how organization goals relate to individual goals. Creating a dichotomy 
between individual and organization goals is not profitable in an 
attempt to understand the latter. 

There are, however, clearly identifiable phenomena which make 
credible the argument that organizations are something beyond or 
more than individuals (Haworth, 1959: 59-63). On the other hand, 
it is obvious that without individuals, organizations would cease 
to exist. In reality the fact that people do exist in organizations 
means that some integration must occur between individuals as units 
and the organization as a system. 

The concepts of symbolic interactionism described earlier make 
it plausible to propose that individual goals can result from the 
process of indication, interpretation, and the final attachment of 
meaning given to objects encountered by people. Meanings that pcopie 
attach to objects through interaction plus an opportunity to apply 
individual values to these meanings should produce individual goals. 
Blumer's discussion of people in groups both interacting with themselves 
and with others to produce relatively common meanings for objects which 
then result in joint action also suggests a conceptual basis for goal 


formation. 


Ways of Viewing The Goal Formation Process 


Cyert and March (1963: 28) suggest that one approach to defining 
goals is to identify them with the organization's owners, management, 


or as Simon (1969: 159) suggests, those with legitimate authority. 
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Conformity to these goals is achieved by payments from the entrepeneur 
to the staff, and by a system of internal control that inform staff 
of entrepeneurial demands. This solution, however, does not conform 
to the reality described by Simon that the goals which actually 
underlie the decisions made in an organization do not coincide with 
the goals of owners, or of top management, but have been modified 
by managers and employees at all echelons. 

Another approach (Cyert and March, 1963: 28) to the problem is 
to suggest a common or consensual goal. The sharing may be @ 
prtort as in the case of institutions which hold goals of "public 
interest" or "social welfare." It can be a postertort sharing as in 
some theories of small group formation through discussion. Whatever 
case is considered, conflict over goals is reduced through agreement. 

Both of these approaches to goals, the entrepeneurial and the con- 
sensual, attempt to define a common preference ordering among members 
of the goal coalition. Cyert and March note, however, that such a 
preference ordering is usually agreement on highly ambiguous goais with 
common priorities or preferences assumed. Behind this agreement on 
vague objectives there is uncertainty and disagreement about subgoals, 
and organizations appear to be pursuing different goals at the same time. 

The problem of conceptualizing goal formation is not a simple 
nor an easy process. A number of authors have attempted to deal with 
the problem in more detail. Three of these are briefly examined and in 
so doing a number of concepts essential to a full conceptualization 


of organization goals will be identified. 
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1. The Simon Approach. Simon (1969: 158) discusses goals in 
the context of decision-making and suggests the necessity to distinguish 
between goals and motives. Goals are the value premises that can serve 
as inputs to decisions. Motives are the causes that lead individuals 
to select some goals rather than others as premises for their decisions. 
Furthermore, any decision situation is bounded by a series of constraints. 
A goal in this context is defined as the criterion which led to the 
selection of a particular decision solution within an optimal set 
of decision alternatives. However, if the constraints are strong 
enough so that the set of feasible alternatives and the optimal 
alternative are very smail, then the constraints on the decision 
situation would have as much or more influence than would any parti- 
cular constraint chosen as a goal. 

Consequently, Simon concludes that it might be advantageous to 
give up the idea that a decision situation can be described in terms 
of a simple goal. It would be more reasonable to speak of a whole 
set of goals as the constraints on a decision situation. The choice 
of one of these constraints and identification of it as the goal is 
to a large extent arbitrary and less meaningful than taking into con- 
sideration the range of constraints. 

Meanings developed in the interaction between people can become 
the basis for, or in Simon's words, "the constraints on," action. 


Thus, it is possible to identify goals as those points where interaction 
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39 
produces common meanings so that joint action can occur. For example 
a concept of open door admissions can have many meanings for a variety 
of individuals. On the basis of interaction with each other a common 
enough meaning may result which focuses on the learning problems of 
students and which will permit decisions to implement intake testing 
or to provide alternative modes of learning. 

Simon (1969: 163) makes another point when he observes that his 
reasoning thus far has assumed that the set of possible actions is 
known in advance. In most real-life situations alternatives must be 
discovered, synthesized or designed... In the process of searching for 
alternatives, goals (constraints requiring satisfaction) may guide 
the action in two ways: 

(a) As alternative generators to directly synthesize proposed 
solutions; or 

(b) For alternative testing to determine the worth of propesed 
solutions. 

However, different decision-makers are likely to divide the con- 
straints between generators and testers in different ways, and, con- 
sequently, if goals are used to denote the broadly shared set of 
constraints the conclusion is that organizations do have goals. This 
approach to goals would be most consistent with the view used in this 


study. If, on the other hand, organization goals are viewed as 
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40 
generators, then the observation is that little commonality of goals 
exists, and subgoal formation and conflict are prominent and signi- 
ficant features of organizations. Obviously it is necessary to care- 
fully define the sense in which the term organizational goals is being 
used. 

These approaches should not be viewed as mutually exclusive but 
rather as two sequentially different steps in the process of making 
decisions. In one case goals are used to generate solutions and in 
the latter to judge the worth of solutions. The former sense of goal 
usage does not require any ranking of goals. The process is 
divergent. The latter process is convergent in the sense that to 
judge the value of proposed solutions one must decide which sets of 
constraints (goals) are most important. 

In terms of how Simon conceptualizes goal formation, the use of 
goals to generate alternatives suggests that subgoal formation and 
conflict are key organization features. Use of goals to test alter- 
natives in an organization does, however, require the type of inter- 
action necessary for people to arrive at some agreement about a 
priority of goals. Participation in this interaction and the 
resulting conflict is inevitable. Consequently, participation and 
the management of resulting conflict are issues to be dealt with in 


any model of goal formation. 
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2. The Perrow Approach. The approach taken by Perrow (1961: 
854-866) produces a complex view of organization goals. Perrow's de- 
finition basically focuses on a careful attempt to conceptualize dif- 
ferences between types of goals. 

The analysis of complex organizations has tended to treat goals 
as non-problematical givens. The major problematic issues, consequently, 
have tended to be the allocation of resources and personnel. The 
consequence of this situation has been an incomplete conceptualization 
of goals and acceptance of official goals as organization goals. 

Perrow argues for a more careful conceptualization of goals that 
would deal with their problematic nature. This point fits well with 
the conceptualization of goals presented within the concepts of 
interactionism. As a first step Perrow makes a distinction between 
official and operative goals. 

Official goals are the general purposes of the organization as 
set out in a charter, in annual reports, or in public statements. 
Conceptualization of goals on this level only is insufficient to 
understand goals in the organization because it fails to account for: 

(1) The decisions needed to determine alternative methods for 
accomplishing goalss 

(2) The priorizing of multiple goals; and 

(3) Unofficial goals pursued in the organization. 

Thus, Perrow conceptualizes a second set of operative goals which 


designates the actual ends sought through operating policies. These 
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42 
goals may be means to official goals but, since the official goals 
are vague, the operative goals (means) become ends in themselves. An 
official operative goal would be made up of official goals and as such 
would reflect choices among competing values and multipie official 
goals. Unofficial operative goals are tied more directly to group 
(and individual) interests. They may support, be irrelevant to, or 
subvert official goais. The range within which the operative goals 
will vary is defined by the nature of the organization's tasks and 
the characteristics of its controlling elite. 

From Perrow's point of view a goal formation process must not 
oversimplify goals. They are dynamic and problematic entities in 
organization life. Consequently a proper understanding of goals re- 
quires a distinction between official and operative goals, with focus 
on the latter being most useful in understanding organization. 

oe The Thompson-McEwan Approach. Thompson and McEwan (1969: 
187-196) are very clear in their conviction that organization goals 
are not constant. When the problematic and dynamic nature of goals is 
accepted, the setting and analysis of goals becomes a necessary and 
recurring problem which faces any organization. Goal-setting is: 
essentially a problem of defining desired relationships between an 
organization and its environment. 

One major contribution that Thompson and McEwan make is to em- 


phasize the influence of external and internal environments on 
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organizations. The authors identify ways in which these environmental 
impacts are dealt with by the organization. These strategies are ex- 
tremely important since they are processes which have relationship to 
the activity of setting goals and using them in the organization. 

Thompson and McEwan emphasize cooperative strategies as ways of 
dealing with the demands and impacts of the organization's internal 
and external environments. They break these cooperative strategies 
into three sub-sets: (1) Bargaining which refers to a negotiation 
procedure usually relating to resources rather than goals. (2) Co- 
optation is the absorbing of new elements into the policy-determining 
structure so as to reduce differences and produce agreement on goals. 
(3) Coalition refers to the combination of two or more organizations 


or parts of an organization for a common purpose. 


Relative to the process of this study, it was assumed that 
bargaining over resources is ultimately a part of the coalition 
process which occurs both as an expression of and an opportunity 
for working out a ranking of goals. Cooptation and coalition are 
also strategies far allowing the trade-offs and compromises 
necessary to produce common meanings that result in goals and permit 


priorization. 


Basic Concepts in a Goal Formation Concept 


The three approaches to viewing the goai formation process dis- 


cussed above suggest there are a number of basic concepts implicit 
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44 
in an adequate view of goal formation. Five concepts of coalition, 
conflict, bargaining and side payments, attention focus and sequencing 
and slack require further explanation in order to round out a view of 
goal formation. In addition to contributions from the above four 
authors additional contributions came from Cyert and March (1963: 
26-40) and Hill (1969: 198-208). 

Coalition. This concept of goal formation views the organization 
as a coalition of individuals, some of them in subcoalitions. This 
approach is evident in the writings of many authors who have attempted 
to deal with the issue of what prompts individuals to join and stay 
in organizations. 

Boundaries of coalitions are impossible to describe on a one 
time basis due to the shifting nature of such coalitions. By focusing 
on the participants in particular temporal or functional regions it 
is possible to identify major coalition members. As a consequence 
this coalition view of the organization is most effective when applied 
to decision-making as it affects the coalition process for the short 
run. This suggests that the model should be applied in a series of 
cyclical, short-run situations. 

Discussing coalitions in the goal formation process, Hill (1969: 
205) identified four stages in the goal formation process. The 
first stage was the identification of exogenous forces which establish 


a series of criteria that adopted purposes must satisfy. Clear 
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examples in relation to Alberta colleges would be existing legislation, 
funding policies and role expectations for colleges adopted by the 
government department, student demand through registration and general 
community demand for a variety of services. These forces act as 
either minimum or maximum constraints which form a feasibility poly- 
gon within which aims must lie if they are to be acceptable to 
outside forces. Obviously government legislation and funding policies 
would be strong constraints in this polygon. This first step must be 
heuristic, because insufficient information is available to goal- 
setters. 

The second variable is the internal organization social system 
which acts as a constraint upon the motives leaders are free to 
pursue. This function is necessary since participants will join and 
continue to affiliate only if stated purposes are congruent with or 
neutral to their values. This suggests that any process for setting 
and operationalizing goals requires participation and input from members 
of the organization. An instructional or administrative process which 
would deny instructors or students such basically perceived rights as 
choice or the right to disagree would likely ensure no compliance with 
the activity. Some way is required to ensure that activities which 
yiolate such norms do not develop. Some form of participation in 
development and implementation would seem to be a check against vio- 
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lating organization members’ values. 
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The third variable relates to the fact that individuals who can 
marshal sufficient resources are able to assert their preferences or 
objectives. This is obvious where resources mean finances since suf- 
ficiently large budgets generally carry with them the ability to act. 
Where participation and agreement are required to support action, 
then votes, information or influence are also valuable resources. 

When units in the organization can pool their votes, information or 
influence in an agreed direction, they will obviously increase the op- 
portunity to assert their preferences. 

Lastly, the number of resources necessary to control the goal 
choice is large and since one person does not normally possess sufficient 
power to make selection by himself coalitions must be formed to perform 
this function. These approaches to coalition again underpin the pro- 
cess of participation and interaction I employed in this study. If 
participation is given and decisions are to be made, then some levels 
of agreement must be reached. The concept of coalition suggests plausible 


ways in which this agreement can be reached. 


Goal Conflict. The concepts of coalition and organization goal 
imply that iiidyadeaie have substantially different preference orderings 
(individual goals). Thus any conceptualization of organization goals 
must deal with the potential for internal goal conflict inherent in a 
coalition of diverse individuals and groups. Since unresolved conflict 


is likely to continue to be a conspicious feature of organizations, i 
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is difficult to construct a useful theory of organizational decision- 
making if one insists on internal goal consistency. The result has been 
to characterize the goal formation process as a continuous bargaining 
and learning process. The end product would not necessarily be con- 


sistent goals nor the removal of conflict. 


Bargaining and Side Payments. One of the most difficult pro- 
blems in coalition formation is that of side payments. Side payments 
are the means used to "buy" agreement from individuals and groups and 
bring them into coalitions. These payments can be made in many forms-- 
money, personal treatment, authority, organization policy--and are 
usually in addition to the remuneration accepted by individuals to 
initially join the organization. The total value of side paymcnts, 
however, is not unlimited; rather the total value of payments available 
to coalition members is a function of the coalition's composition. 

Other approaches to coalition found in game theory or inducement- 
contribution theory suggest that members participate unequally in 
the coalition, and that after coalition payments are made a priorization 
of goals occurs and all conflict disappears. Cyert and March (1963: 30) 
claim that this eran of conflict resolution has confused the 
understanding of organizational goals. In fact some members of 
the coalition are indeed different from others and they continue to 
be so. This difference arises from different demands members make 


on the organization, and side payments traditionally appear to perform 
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the joint preference ordering. But, some coalition members 
do devote less time to the coalition than do others. This charac- 
teristic is used to distinguish between "internal" and "external" 
coalition members. Consequently, there are important members of a 
coalition who are passive most of the time and a condition of pas- 
sivity is that payment demands be easily met. Support staff in an 
organization tend to fall into this category. Except in times of 
labor unrest, their demands are usually straightforward. They are, 
however, extremely important to the organization's continued achieve- 
ment of its goals. 

It is primarily through bargaining in the active or internal 
group that organizational objectives arise. Side payments in this 
process are far from an incidental distribution of fixed booty. 

They are a central process of goal specification and a significant 
number come in the form of policy commitments. 

Because goals are formed in the bargaining process they have 
several important attributes: (1) They are imperfectly rationalized. 
(2) Some goals are stated in aspiration level demands. (3) Some goals 
are stated in a nonoperational form. 

Bargaining and coalition are part of a continuing and day to day 
process. Further, the side payments in the coalition are incomplete 
since they do not totally anticipate future situations. This appears 


to be inconsistent with the apparent stability of organization 


aiiuite ane le Bid eA ag 
OR pene Bae: Cone deena thal 
: MENTE A oii: alae a 
dhagey hey rary ines is “oh ee es a Bs) ‘ink 
” ie idk ‘Wha aii My es at . > ey ae dd banca. # 


er Re LM Oe Ry. tea wa 
rt. “ans Sa : 7 } 


y ; = r 
ae yt «Cb Reeaatigel T2 Fy hae Ae Sasi’ va Tee 
ie res ~ Y a M . nee. J —_,, ah = pray,” 4 Ae ai - - ; hs rn ue 
wccriea Paitiaey Wk Sl ces ga. O27 wanton 


mn ee 
VC i ; ‘ 
- . 
+3 - oe ar " ee 
4 : 2 F 

Fra | v ‘ ih (Lost eae ives 
J “4 . * - = ey 
Vinge . Pat x : 
oe t 4 a j ein ‘ ‘7 pa 


~ ' . a ‘ \ iy ied 
NY a — a | ? } ' J vat i l i 
a “s : rt a *y var 
‘ was UP a ie Bal? eel Blk Lae ii 
ea VF rf aan ae i “ae a ees jerk . 
: >. 
* A 
i a = <>: fy 2 1 i- " re wis ' 7 ot AVA . elise ose 
Meera mui Ea Gls ee eet, faa AD) he asain oe ‘yin 
eu F sith : a oe : : : t Be var ha 
é Fa tbh gt Mie lt 4 i ra % 1 Pah i 5 mG: Teh ‘ hi ce ah ' aah % 
ee BE hd , ee 
} one 
, 7 ! . . ' i i 
eg Nel, Ste eae er Sey t's on ae he : ; 
Pa ae ee ce A ae Burs es ‘fi pain S| 
_ i i a 
ee ae a a een Cy ee sg 
P ME The mae ef tie. Fe ii Y eer ia) me Ti ae * hw 
; i 4 : ‘ 
: = nS 7 > 4 . @ . 5 JP 
i TO, hai _e eve f oat s 5 4d {3 Nz of i ? OU PAG ia ds ano 
n ana : : 7 co 
A Nee ’ 7 7 - . 7 , ost Di 
, oye “2 a TA. ° aeae Bf) 9 nrgw) an ) hl A a a? i 


49 


objectives. Nevertheless, members are still motivated to operate 
under the coalition agreement and to devise some mutual control 
system for enforcing the agreement. The budget is one such explicit 
elaboration of previous commitments. Another type of control is the 
allocation of functions. If one views the allocation of functions 
in the same manner as allocation of resources, it becomes clear that, 
by limiting or granting discretion, individuals or groups are constrained 
from acting outside certain limits. At the same time other coalition 
members are constrained from prohibiting action within those limits. 
Thus, on the basis of the budget and allocation of certain tasks 
(functions), an individual knows that, within those limits, he can 
"do what he wants." On the basis of this side payment he sets aside 
some of his own goals, agreeing to broader organization goals. 

Tt is important to be aware that this secondary bargaining in 
the establishment of mutual control-systems tends to elaborate and 
revise the initial coalition agreements. Furthermore, in most 
organizations this elaboration and stabilization of objectives occurs 
within the additional constraints that much structure exists as a given, 
organizations have precedents, and certain individuals in the coalition 


are motivated to accept these precedents as binding. 
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Attention Focus and Sequencing. In spite of efforts to stabilize 
objectives, demands on the organization by coalitions do change with 
time and experience. The conceptualization of goal formation must, 
therefcre, dios for eras in aeneres demands on the organization. 
Change can occur in terms of quantitative values which individuals 
attach to certain demands but changes can also occur because each 
person does not make all his demands at one time. At any point any 
individual presents only a small subset of his demands, the number 
and variety depending on the extent of his involvement and on the 
demands of other commitments on his attention. 

As a result of the fact that not all demands are presented at 
one time, it is important that the goal formation conceptualization 
give attention to the issue of when particular organizational units 
will attend to certain goals. The significant factor which shifts 
the focus of the organization ta particular demands will tend to be 
some internal or external experience. The concept of attention focus 
provides an explanation for an organization's success in surviving 
with a large set of unrationalized goals. Conflicting goals are rarely 
seen simultaneously. The organization remains viable by attending to 
these kinds of demands on a sequential basis. Thus what appears to 
outsiders as contradictions are not so to the organization because of 
the sequencing which occurs. Furthermore, they are contradictions only 


if one assumes that a perfect joint preference ordering or that onmiscient 
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bargaining are possible in the organization. If attention to goals is 
limited, then failure to remove internal inconsistencies is understandable 


and plausible. 


Slack. One additional consideration must be made to complete 
this conceptualization. Coalitions are possible if resources exist 
to make side-payments to the coalition members. A coalition is 
possible if resources are available to meet all demands. Demands do, 
however, adjust to actual payments and external conditions and there 
is a long run tendency for payments and demands to be equal. Simply 
put, a person cannot have all he wants if it is not available; this 
being the case, aspiration levels change. 

In the short run, howeyer, the usual result of frictions in the 
mutual adjustment of payments demands is a disparity between resources 
and coalition demands. The difference between total resources and 
total necessary payments is called organizational slack. [It can 
consist of payments to coalition members in excess of what is required 
to maintain the organization. For example it can result in higher 
then usual salaries when slack is available, or it may result in 
fiscal surpluses. 

While demands of participants do adjust to achievement, this 


is a slow process and aspiration-leyel adjustment downwards is 
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ZY 
especially slow. If this aspiration adjustment were the only adaptive 
device an organization could use, the result would be extreme in- 
stability even in the face of moderate environmental change. Slack 
thus operates to retard upward adjustment of aspirations during good 
times by absorbing or partially distributing excess resources. During 
relatively bad times it provides a pool of emergency resources, per- 


mitting aspirations to be maintained and achieved. 


These concepts just described are essential to a complete under- 
standing of goais in organizations. Everyone of the concepts places 
considerable emphasis on interaction between individuals. For goals 
to emerge this interaction must necessarily result in some coalescing 
of values and meanings which individuals attach to activities and 
objects in the organization. This obviously results in conflict in the 
organization as groups bargain to create coalitions and sub-groups. 
Payments to entice individuals are required to draw people to these 
collectivities. As I have already indicated, these side-payments can 
take a variety of forms. Equally as important as these side payments, 
however, is the accessibility and availability of information. It is 
quite right to view information as a commodity in this bargaining 
activity. Broad disseminations of information may not result in better 
coalitions, but its wide availability to all members in the organization 
enhances the likelihood that a sense of justice will develop within the 


organization. Certainly, the availability of information can be argued 
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to have an impact on the whole goal formation process. Further, the 
availability of an excess of resources is important to allow goal for- 
mation to occur. It would also appear to be necessary to respond to 
vagaries in the external environment. Finally, conflicting goals can 
exist at the same time in the organization because different parts of 
organizations have different purposes and goals are not all dealt with 


at the same time. 


Preparing an Inventory of Goals 


One final issue needs to be dealt with briefly, and that is 
the problem of identifying goals at a point in time. In a real 
sense taking an inventory of goals is really part of the process for 
setting goals since an attempt to identify goals can be a very 
significant input to the goal-setting process. 

Peterson (1970) indicates that goals can be inventoried in one 
of three ways: (1) By the fiat of top level management or owners. 
This method fails to ensure commitment and, even if it is claimed as 
a method, it lacks credibility since it is not consistent with be- 
havior within the organization; (2) By committee, a method which clearly 
fits with the Ra aTieibh process formulated above; and (3) By surveys 
or questionnaires hin albeit to determine a listing of what or- 
ganization members consider goals to be. 

Tt is the last method which blends the identification of present 


goals with the other issue of what future goals will be. Any attempt 
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to catalogue goals brings them into the open; evaluation or questioning 
thus becomes more possible. When this occurs the process of goal-(re) 
setting has begun. 

Etzioni (1964) identifies two basic approaches for establishing 
an inventory of organization goals. One approach is to examine 
organization process such as workflow, and attributes of structure 
such as priorities in resource allocation and assignment of personnel. 
A second alternative is to interview people in the organization and 
ask them what they perceive organizational goals to be. Throughout 
this process, however, care must be taken to ensure that responses 
are perceptions of the goals of the collectivity and not statements of 
personal goals. Individuals should be asked what they perceive 
organizational goals to be as distinct from their own or from those 
they think the organization ought to pursue. 

Both of the approaches suggested by Etzioni and the survey approach 
suggested by Peterson were used in this study. An assessment of 
allocations was done as one way of representing goals. A major survey, 
the Institutional Goals Inventory, was used to gather perceptions of 
goals, and care was taken to ensure that individuals reported what 


they perceived as goals of the organization. 
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SUMMARY OF THE CHAPTER 


This chapter examined the three areas of knowledge relevant to 
the design of this study: Field Method, Organization Development and 
Organization Goals. The intention was to examine these concepts in 
order to establish the foundation of a strategy for examining or- 
ganization goals in the context of participation and information 
feedback. Based on those conceptualizations, it is possible to 
articulate such a comprehensive process, and thereby lay the basis for 
the methodology of this study. 

Goals can be examined through a participatory process which 
involves most members of an organization. This participation relies 
on interaction between individuals in the organization in the dis- 
cussion of organization goals. The participation is aided by the use 
of surveys or questionnaires which allow people to give specific ex- 
pression to their perceptions of organization goals. This interaction 
is further aided by the generation of cost data as expressions of goals 
through allocation of resources. This provides an opportunity for in- 
dividuals to examine perceptions of organization goals in relation 
to information on actual joint-actions represented by allocation of 
resources. This should provide a basis for individuals to introspect 
and interact with each other so that perceptions of goals and actual 
goals as expressed in allocations are more consistent, and new areas 


of joint action can be identified. 
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The whole process in a participatory mode also permits the opportunity 
for ae eee to take part in actual goal-setting. Thus, this 
process integrates the goal inyentory activity with goal-(re)setting 
by asking participants to inyentory goals through individual perception 
and allocation statements, and, on the basis of this information, to 
involve participants in setting more up-to-date organization goals. 

The whole process also permits the researcher an opportunity to 
participate in the process in order to examine the impact that parti- 


cipation and information have on goal~setting. 
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Chapter 3 
REVIEW OF THE LITERATURE 


INTRODUCTION 


This chapter will take as its major point of focus literature 
related to the development of goal assessment techniques in higher 
education. Particular emphasis will be given to the development and 


use of the Institutional Goals Inventory (IGI) and the simulation 


device Goal-Setting for Organizational Accountability: A Leadership 


Strategy (GOALS). 


In Chapter 2 the need for conceptual clarity as to the nature 
and purpose of goals identification was highlighted. The need to 
view organization goals as a positive resource both for shaping the 
technology, structure, and direction of organizations and for evaluating 
this performance was also suggested. 

While organization literature consistently highlights the need 
for goal identification, until recently few empirical studies have 
seriously addressed this issue in institutions of higher education. 
Although numerous statements of philosophy and catalogues of purpose 
and functions have been developed, few have been based on empirical 
research. Where educational goals have been produced, it is my im- 
pression that they have been largely non-functional and have had 


little effect on educational methodology and practice. 
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Dyer (1967: 7), for example, suggests that goal statements haye 
relied heavily on pious platitudes and metaphoric expressions having. 
little practical utility. Because they have been formed almost in- 
dependently of public opinion by educators trying to convince the 
public of what it ought to expect rather than by educators helping the 
public to discover what it wants from educational institutions, goals 
have been assumed to exist independently of the people in the system. 

Dyer (1967: 7) further contends that: 

- . . each individual and each generation has to create 

its own truth by which to know the world of its own 

time and place, and, by the same token, it has to 


create its own goals for ordering its efforts to cope 
with the world. 


He concludes with the view that goals can be formulated only if the 
present outcomes of education are first clearly defined. Once educa- 
tional outcomes have been identified and measured, these outcomes may 
be employed to compare "what is" with "what should be" in education. 
Emphasis on testing and measurement in higher education has 
generally led to a focus on the development of performance objectives 
for courses and programs. Much of the thrust engendered in response to 
public demands for accountability appears to have been dissipated in 
attempts to specify measurable and observable outcomes from the in- 
structional process on the assumption that the goals of the institution 


are clearly understood and accepted as being given. 
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Resource alilocation models such as Planning-Program-Budgeting 
Systems, Data-Based Educational Planning Systems, Resource Requirements 
Predictions Model, CAMPUS Model, and others based on the PPBES 
philosophy all seem to be based on the premise that administrators are 
capable of quantifying and ordering institutional goals. 

While the need for systematic and efficient allocations of resources 
in higher education cannot be denied, it may well be that the place to 
begin is with empirical studies to identify and/or formulate instit- 
utional goals rather than to concentrate research efforts solely on the 
development of computerized techniques for optimal resource allocations. 
Proponents of PPBES types of systems are quick to suggest that the 
"planning" phase of their model makes adequate provision for establishing 
the long-term purposes and objectives of the institution or system 
(Keller, 1968). With few exceptions these planners quickly move on to 
the "program budgeting" phase of their operation leaving goal identifi- 
cation as a difficult task to be undertaken by others. 

This was not to say that no efforts have heen made to identify 
institutional goals. Rather, my contention is that at least equal 
effort should be placed on goal identification as has been placed on 


the quantification and costing of outcomes of the educational process. 
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GOAL ASSESSMENT EFFORTS 


The majority of recent efforts to assess or examine goals in 
higher education has culminated in one major instrument, the 
Institutional Goals piventoey (IGI). Unrelated to the development 
of the IGI has been work by the National Laboratory for Higher 
Education to develop an instrument called Goal Setting for Organizational 
Accountability: A Leadership Strategy (GOALS). This section will give 
attention to studies which have ied to the development of these in- 
struments. As well, a more recent and major application of the IGI 
in California will be reviewed. 

The work of Gross and Grambsch (1968) represents a significant effort 
to examine the nature and structure of university goals as they are 
perceived by faculty and administrators. Using an "is" and "should 
be" response scale for an inventory of forty-seven goal statements, 
the investigators developed a priority ordering of seven major goals 
for the non-denominational PhD-granting institutions that participated 
in the study. 

Both groups identified the same top seven goals and, while the 


'" and "should be' perceptions 


differences in ranking were small, "is 
varied substantially. Both groups also attached a relative lack of 
importance to student-related goals. 


Peterson (1970) describes additional studies on goals research. The 


Bureau of Applied Research at Columbia University employed a sixty-four 
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61 
statement questionnaire to ascertain from college deans the extent 
to which their college emphasized certain goals. Five goal factors 
were identified: (1) Research and Instruction, (2) Instrumental 
Training, (3) Social Development of Students, (4) Democratic Orientation, 
and (5) Physical Resource Development. 

The Council for the Advancement of Small Colleges (Peterson, 1970) 
participated in a study to analyse goals in terms of the characteristics 
of graduates of the institution. The results of the study in which 
administrators and faculty ranked the desired characteristics of the 
"products" of the institution, permitted the identification of four 
classes of colleges: (1) Christ-Centered, (2) Intellectual~-Social, 

(3) Personal-Social, and (4) Professional/Vocational. 

The Danforth Foundation (Peterson, 1970) sponsored a study in 
which a revised version of the Gross and Grambsch questionnaire was 
administered to a population including administrators, faculty, and 
students in private colleges. The investigators found significant 
differences between perceived goals and preferred goals as well as 
some consensus among respondents. 

In a study of eight colleges and uniyersities, Martin (Peterson, 
1970) found little serious concern about institutional goals. He 
attributed this apparent lack of interest in institutional goals to 
preoccupations with professional issues and with day-to-day problems 
and pressures. Coupled with these pressures were feelings Sf Luter lity 


about reaching consensus or closure with regard to goals. 
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A goals comparison very similar to that conducted by Gross and 
Grambsch (1967) was conducted by Thomas (1970). The purpose of his work 
was designed to compare perceptions of goals in selected populations 
of student personnel administrators, faculty and students at Michigan 
State University, with the nation-wide Gross A idieragucen study. 

Thomas’ findings are summarized below: 

1 The total Michigan group placed higher value on student- 
oriented goals than did those in the original study of 1967, but the 
original study group placed higher value on goals related to academic 
excellence, research and academic freedom. 

4A The Michigan group valued least those goals insuring faculty 
involvement in governance, accommodation of only high potential students 
and maintenance of institutional character. 

oe Within the Michigan group, the faculty group most frequently 
showed the greatest yariance from the remainder of the total sample on 
mNeasures of individual goals. 

4. Congruence measures between perceived and preferred rankings 
of goals were inconclusiye. 

Peterson (1970) claims that the suryey is one of three ways to 
clarify or define college goals. Within the context of his discussion 
of the survey strategy, Peterson (1970: 8-9) makes specific reference 
to the use of the Delphi Technique and indicates that the technique 
could provide a range of ideas about goals, priority rankings of goals 


eet | 
and a degree of consensus about goais. 
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The Delphi Technique is an approach which solicits open-ended 
responses from participants. These responses are then coilated, sum- 
marized and returned to respondents. On the basis of this feedback, 


individuals are again asked to respond to the original issues. 


The Institutional Goals Inventory 

In 1970 an experimental version of the IGI was prepared by the 
Educational Testing Service. Drawing on the previous experience of 
goals studies, the IGI was designed to join "is" and "should be" 
responses to a series of goals statements. As a result it could be 
used to identify goals and to establish perceptions of priorities. The 
Inventory identified outcome goals and support goals, the latter being 
defined as essential in order to achieve the desired outcome goals. 
The outcome goals formed the framework for translations of goals into 
performance objectives which could serve as a basis for evaluation. 

Uhl (1971) combined a modified Delphi Technique with the use 
of this experimental version of the IGI. The IGI was used in place 
of the open-ended listing of ideas which was the usual first step 
in a Delphi approach. The Delphi approach was then followed, feeding 
back the data from the IGI. 

| Uh1 eh eke that the technique was considered successful from 

at least two viewpoints: (1) the number of questionnaires completed 
was high. Ranging across the three uses of the IGI, the respective 
percentages were 85, 78 and 75 percent, and (2) the number and types of 


comments made indicated a high interest. 
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A member of general conclusions were pagssible at the end of the 


study: 


:. The techniques were instrumental in producing a convergence 
of opinions among individuals and groups at each institution. This 
degree of consensus was best in the third questionnaire where respondents 
rated the present importance of goal statements. 

fe As in previous studies (Gross and Grambsch), the preferred 
goals of administrators were closest to faculty, and the preferred 


goals of students and faculty were very similar. 


These uses of the IGI show the Inventory's potential for application 
in institutional goal assessment and also in examination of goal 
priorities between different institutions. This latter approach sug- 
gests that goal analysis across a post-secondary system could be used 
to assess, not only goals in each institution, but also the goais 
and priorities for various subsystems. Such a possibility yields 
potential for beginning to deal with issues of institutions and sub- 
system roles and mandates, considerations essential to coordination of 
a diverse and comprehensive system. This is particularly so when re- 
sponses to a goals inventory are elicited from the community, as well 


as from internal constituents of institutions within a post-secondary 


system. 
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Such a system-wide use of the IGI occurred in 1970 when the Joint 
Committee on the Master Plan for Higher Education was given the broad 
mandate to review any and all facets of California higher education. 

In 1972 the Joint Committee struck a final Study Plan which incorporated 
a plan for each institution to systematically examine its institutional 
goals and priorities. In cooperation with the Educational Testing 
Service, and under the direction of Richard Peterson (1972), a plan 

was devised to use the IGI as the inventory for this major undertaking. 

The objectives of this undertaking were four in number: 

Le To gather relevant data from state campuses for use by the 
Joint Committee in preparation of a statement of purposes for California 
higher education; 2. To survey lay citizens for the same reason; 

3. To enable close to 24,000 people associated with California 
higher education to register their opinions about higher education 
goals, and 4. To proyide an opportunity for internal self study on 
each campus. 

Needless to say the study was highly complex in its logistics. 

To detail this material here would be counterproductive. It is 
sufficient to report that 116 out of 177 campuses actually participated. 
They represented the complete range from a variety of public community 
colleges, state colleges and universities to private institutions. 

The wealth of data and information provided from the responses to the 


twenty goal categories of the IGI by individuals, by individual 
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66 
institutions, by subgroups of individuals, by subgroups of institutions, | 
and by total system were again too overwhelming to report. It is 
worthwhile to briefly detail the five general policy implications 
‘that emerged from the study. 


W 


i Rivercity ane homogeneity. The 'Is'' responses to the study 
indicated that there was considerable similarity and homogeneity among 
institutions. Furthermore, the "Should Be" pressures were generally 
in the direction of even greater homogeneity. The study argued that 
homogeneity or a press for all campuses to become "general," "balanced" 
or "comprehensive" was not in the best interest of students in a diverse, 
pluralist society. There needed to be greater attention paid to planned 
diversity. 

2. Constituent group commitment to basic goals. There were 
good levels of internal agreement about preferred institutional 
priorities in community colleges and private institutions. This 
was not the case for the state colleges and universities. 

ae Goals as dictating structure. Though not a conclusion of the 
study, the authors reiterated the prevailing feeling of organization 
theorists that ete ib goals should prescribe not only functions, 
but also structural and governance procedures. Consequently, if 
institutional diversity was a system policy, then one would expect to 


find not only curricular specializations based on unique institutional 


roles, but also a variety of organizational arrangements. 
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4, The need for public understanding. The study clearly indi- 
cated that the public was out of sympathy with what they perceived a 
number of institutions to es doing. The most difficulty was with 
Process goals. The authors concluded that lay people can and will 
accept institutional goals if campus officials will make the effort to 
communicate. In general, there was considerable agreement between 
off-campus citizens and various on-campus constituencies regarding 
campus goals. Almost all groups agreed on high importance for 
instilling in students an intellectual orientation. Considerable 
importance was also placed on full development of the human personality 
and job training. Equally important as the Outcome goals, was the 
Process goal labelled "Community." Regardless of which Outcome 
goals were emphasized, there was universal agreement that campus 
life should be characterized by cooperation, mutual helping, respect 


and trust. 


The GOALS Simulation 

In addition to work being conducted on the IGI, recent work 
(Baker and Brownell, 1972) sponsored by the National Laboratory for 
Higher Education, and based on dissertation work by Baker (1972), re- 
sulted in the GOALS instrument. GOALS is employed in a workshop setting 
including participants drawn from faculty, administration, students, 
and citizen groups. Based on a card-sort technique and on Pace-to-iace 


negotiations and communication, the instrument attempts to accomplish 


the task of goal-setting in a one-day workshop. 
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Baker's study had two purposes important to my study: 
(1) To deyelop a community college goals inventory, and to develop 
a simulation technique for use in association with the inventory, and 
(2) To adapt the inventory and simulation to the Delphi Technique. 

As well, the study contrasted open communications versus controlled 
feedback. As a pretest all participants assigned priorities to thirty- 
mine goal statements in a simulation game. The sample was then 
randomly split into two groups. Group A assigned goal priorities 
on a team basis using negotiation procedures and a set of consensus 
rules. Upon completion of the team work individuals were allowed 
to compare their original responses to the team results. A final 
individual assignment of goal priorities was completed. Group B 
continued their pretest role as individuals but were given only the 
modal responses of Group B. These modal responses were compared to 
individuals’ pretest responses and a second assignment of goal 
priorities was completed. A common posttest was administered one 
month later. 

Findings supported the conclusion that there was an overall 
convergence of the entire sample between the pretest and the second 
test. Similar results emerged from the posttest, although the one 


month interval had eroded the degree of the convergence. 
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The following conclusions were reached from analysis of the two groups: 

se The overall convergence of the open communications group (A) 
was significantly greater than Group B on Instructional Ends Goals. 

ee Groups B's convergence was significantly greater on Overall 
Purpose Goals. 

Be On the Management Support Goals there was no statistically 
significant difference between the two groups. 

4. During the intervening month both groups moved towards 
pretest levels of variance with Group B showing the largest change. 

In general the study concluded that: 

tL. A simulation can successfully be used as a goal-setting 
technique. 

ae Participants who received information on the modal response 
of their group had lower levels of convergence than indiyiduals 
working in teams. 

On the basis of further tests in community college environments 
in North Carolina, Texas, Virginia and Florida, the GOALS instrument 
was validated as a realistic instrument for integrating institutional 
and individual purposes in consensual agreement as to: (1) Overall 
Purpose Goals, (2) Instructional Ends Goals, and (3) Management Support 


Goals. 
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SUMMARY OF THE CHAPTER ze 


Peterson (1971: 14-16) has suggested that institutional goals 
have a number of intra-institutional and system-wide uses. In parti- 
cular, goals: (1) are fundamental to policy, (2) can function as 
general decision guides, (3) are essential to any planning efforts, 
(4) are vital to the wise use of Management Information Systems, 
and (5) 5o) Ge first-steps in institutional evaluation and 
renewal. 

In terms of the needs of Red Deer College at the time I conducted 
the OD intervention reported in this dissertation, focus on goals for 
the purpose of evaluation and renewal was an issue of high priority. 
Both the IGI and the GOALS were to prove their value in designing the 
intervention. The developmental studies reported above have all dealt 
with combinations of concepts related to goal assessment, participation 
and data feedback as ways of reviewing institutional purpose. Again, 
some of the combinations and uses of the instruments were germane to 
the methodology of my intervention at Red Deer. 

In spite of the fact that a wide variety of goal studies in higher 
education were reviewed, only two validated instruments were identified. 
From my point of view the existence of the IGI and the GOALS was indeed 
fortunate. It does, however, serve to highlight the need for 
additional study and research on the use of these instruments in a variety 
of situations since it seems quite apparent that institutions of higher 
education will find it increasingly necessary to articulate their goals 
as a basis for public understanding and support as well as for directing 


their present and future work. 
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Chapter 4 
RESEARCH PROCEDURES 


INTRODUCTION 


Consistent with the conceptual framework presented earlier, a 
major characteristic of the research procedure was flexibility. While 
the basic intention of the procedures remained constant, the concepts 
of field method and organization development required that means for 
implementing the research procedure be responsive to feedback from 
both the researcher's activities in the organization and feedback 
from organization members. Consequently, this chapter represents the 
basic statement for a flexible research procedure. Modifications 
to the procedures will be reported as part of the findings of the 
project. Nevertheless, the basic framework of the research procedure 
remained constant. 

The major subdivisions of this chapter deal with the framework 
for reporting on the intervention, instrumentation employed, the 


collection of the data, and final treatment of these data. 
FRAMEWORK FOR REPORTING OBSERVATIONS OF THE INTERVENTION 


The following set of phases was used to organize and report 
the researcher's observations on the interyention. While the stages 


were separated conceptually as logical parts of a development activity, 
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12. 
in actual practice they were interactiye. These steps were drawn to- 
gether from interyention writing by Argyris (1970) and comments on 


the OD process by Schien (1969). 


Initial contact with the Gelieee 

Basically this phase permitted the isolation of events related 
to first contact between myself and officials of Red Deer College. 
Highly exploratory in nature it dealt with initial discussion of a 
possible problem and potential ways I might have had in mind to deal 


with the problem. 


Entry to the College 
This phase dealt with more formal and serious discussicns with 
college officials. A draft methodology was dealt with in terms of de- 


fining relationships and selecting a setting and method of work. 


Data Gathering and Intervention 

This phase was not discrete from the first two in the sense that 
data collection on the process was already underway in the above two 
phases. It was at this phase, however, that collection of data on per- 
ceptions of goals was begun. These data were to be used to examine the 
impact of participation and information in the goal~setting process. 
As well, the collection of goal perception data is the beginning of 
actual intervention which leads to paceieinat on and information feed- 


back. The IGI and GOALS instruments are employed in this phase. 
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13 
Participant Response to the Intervention 
This phase dealt with the response of participants to the data on 
perception of goals which was fed back in the later stages of the study. 
Primarily, however, this phase focused on the ways in which individuals 
responded to such things as the over-all study, my participation in the 


study, and the value of the work. 
INSTRUMENTATION 


The Institutional Goals Inventory (IGI) 

This instrument was developed by Educational Testing Service from 
a series of empirical investigations of college and university goals. 
It was used in step three above to provide goals perception data at 
the beginning of the study, after the participation activity, and after 
the feedback of information in order to determine if these activities 
had any impact on individuals' perceptions of goals. 

On the basis of the studies reported in Chapter Three a number 
of presumably discrete statements related to college and university 
goals was developed into the Institutional Goals Inventory. The 
Inventory had ninety items designed to elicit respondents' perceptions 
of goals eps the institution. Individuals were asked to respond 
to the items by ranking them on a five-point scale of importance. 
Responses were requested both in terms of what was perceived to be 


(Is) as well as what was considered desirable (Should Be). These 
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74 
ninety items were then factor analyzed into twenty scales or goal areas. 
In turn, these twenty goal areas were subdivided into two types. 

Outcome goals were the ends the institution sought to realize, 
and Support goals were the goals which, when attained, facilitated 
reaching the darvone eat iene Development cor example, is 
one of the Outcome goals made up of items 1, 4, 6 and 9. It is defined 
as follows: this goal has to do with the acquisition of general and 
specialized knowledge, preparation of students for advanced scholarly 
study, and maintenance of high intellectual standards on the campus. 
This Outcome goal is defined by response to four items from the IGI. 
Item one is one of these items, and it reads: to help students acquire 
depth of knowledge in at least one academic discipline. Freedom is one 
of the Process goals made up of items 54, 57, 60 and 63. It is defined 
as: protecting the right of faculty to present controversial ideas in 
the classroom, not preventing students from hearing controversial points 
of view, placing no restrictions on off-campus political activity by 
faculty or students, and insuring faculty and students the freedom to 
choose their own life styles. This Process goal is also defined by 
response to four items. Item sixty is one of these, and it reads: to 
place no restrictions on off-campus political activities by faculty or 
students. The version used in this study was modified by simply changing 
obyious references to the United States to more appropriate references 


to Canadian institutions. No refactoring of the items was performed. 
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A modified copy of the Inventory is included in Appendix A and 
descriptions of the twenty goal areas with their composite items id- 


entified are included in Chapter Six. 


Goal-Setting for Organizational Accountability: A Leadership 


Strategy (GOALS) 


The GOALS instrument (N.L.H.E., 1972) was the major focus of 
the participation aspect in this study and, as such, was a major 
activity in the OD intervention of this study. The GOALS was used in 
a one-day staff development activity with the intention of providing 
an opportunity for individuals in the College to learn about goal 
setting in the context of negotiation and open interaction. As a 
result the GOALS provided a simulated opportunity for integrating 
individual and institutional purposes in consensual agreement as to: 
iS Overall Purpose Goals. These goals deal with the overall 
purpose or program of College education, and there were six in 
the instrument. As an example, one of these overall goals is 
entitled, Operating a Comprehensive Student Personnel Services 
Program. It is defined as follows: services designed to facilitate 
Pat eae anal vocational, personal, and social decision-making and 
growth. 
2. Instructional Ends Goals. These goals focus on specific 
outcomes that can be demonstrated by performance. There are 


twenty of these goals in the instrument, and, as an example, 
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Increasing Basic Skills is defined as follows: the extent to 

which students are able to demonstrate basic skills across several 

broad fields (reading, writing, speaking, etc.). 

a Management Support Goals. The goals are administrative 

commitments required to fulfill the Instructional Ends Goals. There 

are twenty of these goals; as an example, Reducing Student 

Attrition is defined as: the degree to which students remain 

in college until goals are met -- the demonstrated ability of the 

college to reduce student drop-out rate. 

A glossary of all the goal items is included in Appendix B. 

In a simulation setting participants were asked to rank order goals 
in three stages. The initial stage required individuals to separately 
priorize the goals by allocating percentages of effort to each goal. 

The percentage of effort could be allocated in units of zero, one, three, 
five, seven, and ten percent. A separate allocation was done for 

Ends and Support goals and the percent of effort could not exceed one 
hundred precent for each type of goal. Oyerall Purpose goals were 
simply ranked. 

The second stage inyolved a face-to-face interaction hetween 
the same participants grouped into teams. The groups were encouraged 
to employ open communications, bargaining, and other techniques to 
achieve consensus on the allocation of effort. The negotiations and 


open communications required to achieve consensus in small groups 


E 
— 
— 

—— 
= 


; é a a eee 
‘srs ss ad ne " <a, - a J 
; p24 Seatiat 29 banal Se es aa an eS : ; 
acre Pee nee! ee stk mn PP ott Pa ‘we SS siyahay Ge Waa 
 Vaeae Wee a ss aithenaiemiabaal maT: 
j 4 
ve 
Lam) Epi eege ; oo 4 ak) ic i (aed ‘cael ‘nates 
: i ; “gs al) go eit es rane ae ay o i 
i ate, oe 2 3 4 rl Py ‘ - a ‘ ; 4 be ional Semen R Bue cca 
qo ; . a din} ; 
. ; | Ae oe ee oe ee ean 
haters ; é ’ a ‘ y r Pa? : ‘Se Tiveeet wine saan 
4 y 4 A Mt A el 7 if : : a 


bi nade by ee ap. Dodi dabh et ‘uel 
4, ' . ) ? ime 4 
ra?  eiaow tion apwl ing a 


; ATA At ees ‘i core 
wae: = nat -wiyike Saibe? oo) Slee 


: 7 « %. Le Fh, ai , Pe i al 

Aap tity ioe oe tt ee ae a 
tare a 
; ; : an oes adta 

‘ 4 
. . 
7 Lamhe tae Sa) 
“=p a3 ‘ . & _ , er nn Bur 
ay 


. CI p ar 9 % ‘ 7 sas +, 
f 
; Pe 71 SheorlG me 
>. ~ § Sad a , ‘ 3 oa 

: \ } rim 

: i : tet Sih ae now 

j iia. BROIAR 

A ah ‘ 


a : bas ner nue er o tS rie ‘ i ae 
7 hoy ¢peeeG WC ner? ae 
* , 6 . - 
. 76% u = 7 F ™ 4 7 2 " jiar + hae r 2 hes a eee sa wi - a a bi 
} 3 x0 faa ‘e082 SVa 


haat 


oa Ns ers So vill = ae . So a ee ce ths eres 
meee ant we oo — sate Sinaied 


z 9 
' i ig “ aa we - atts by ae 
+ * ' * © - Prd , . ry 7 ¥ ‘ %e 
Net a P Va s . we a i Hee Se yeas 


ro 


Sa We ’ 
hes 
uA 


77 


constituted what might be termed the major learning portion of the 
task. The third stage asked individuals to once again do a private 
ranking of goals and allocation of effort after the group activity. 
This process was not followed precisely in the present study. 
The third stage was eliminated since, for purposes of this study, the 


group activity was the important stage. 
COLLECTION OF THE DATA 


Two kinds of data were collected in this study. One type of data 
came from my observations on the process used in the study. These 
data were collected in the form of recollections, anecdotes and events 
I recorded during and after days spent in the College. The data com- 
prised a record of efforts to summarize objectively the events and 
processes which were occurring as I conducted the study. 

From the GOALS and the IGI, responses were generated which could 
be quantified into means and then subjected to feedback or statistical 
analyses. The primary source of data for statistical analyses came 
from responses to the IGI after individuals participated in the GOALS 
activity and after they had received information feedback. The data 
from the GOALS questionnaire were only used as part of the information 
feedback in the overall process. 

With these two data streams identified it can be noted that the 
study was planned so that the data would be collected throughout a 
series of seven phases. These phases are presented graphically in 


Figure 1. 
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79 
Stages of the Intervention 

The following stages were followed chronologically. 

i Orientation. The major purpose of this phase was to allow 
the researcher to become a "participant" in Red Deer College. Contextual 
information on Red Deer College will be presented in Chapter 5. The 
orientation to all the major groups in the College involved an 
opportunity to outline the intervention, to identify the level and 
extent of involvement for each group, to identify the research style, 
to highlight the researcher's expectations, and to permit feedback to 
the researcher. At this phase the researcher undertook to become in- 
volved i other activities in an effort to further legitimate his pre- 
sense in the College. This involved a preliminary market survey to 
determine the feasibility of developing a new program. This phase 
began in late September, 1973 and conciuded at the end of classes in 
December, 1973. 

25 IGI Pretest. When the researcher felt that the orientation 
had been accomplished, but before any specific goal-related activity 
had occurred, a pretest of the IGI was administered to all participants. 
This occurred at a staff development day in the first week of January 
1974. 

ae GOALS Process. This stage involved a staff development day 
in the first week of February, 1974. The activity centered on the GOALS 


instrument and it conformed to the following steps: 
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1. A brief statement on goals in organizations was presented 
by the researcher; 

2.. A clarification discussion of the GOALS activity goal 
statements which had been distributed prior to the workshop; 

sce The first individual sort of the goal statements and com- 
pilation of responses on summary sheets; 

4, A group sort in groups of six with a representative from 
the Board, Administration, Students, Faculty and Support Staff in as 
many groups as possible. Ail nineteen groups turned in summaries of 
their sort and this was presented at a later stage as part of data 
feedback. 

4, IGI Posttest 1. A week following the staff development day 
the IGI was administered to a random selection of one half of all 
participants who qualified by: a) initially responding to the IGI, 
and b) participating in the GOALS activity. Only half of this group 
was used to obviate the necessity for individuals to respond three 
times to the IGI. 

af Generation of Information -- Allocation Measures. During the 
above phases, and for a time following the second use of the IGI, work 
on generating allocation measures was conducted. These allocation 
measures inyolved a cost analysis which generated program costs per 
student and per student contact hour, total direct instruction costs 


and support costs. The definitions and methodology are included 


in Appendix C. 
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6. Feedback of Goals and Allocation Data. At this point all 
data generated thus far, both IGI results by College and by groups, 
the individual and group sorts from the GOALS activity, and. the 
allocations data were summarized into a package, for distribution to 
all participants. These data were to be reviewed in the light of how 
individuals had responded to earlier IGI tests and the GOALS activity. 
Additional note was to be made of possible comparisons with the data 
from the IGI and the cost allocations data as two different ways of 
representing college goals. The data package is included in Appendix D. 

i IGI Posttest 2. Shortly after the information package was 
distributed, a final administration of the IGI was conducted with 


the remaining half of the qualified participants. 


The Sample 


All individuals from the Board of Governors, the Administration, 
the Faculty and the Support Staff of Red Deer College were asked to 
respond to the first use of the IGI. A sample was used from the student 
body. Sampling alsa occurred with respondents in the second and third 
administrations of the IGI. Those individuals who had returned responses 
to the first IGI and who had taken part in the GOALS process were 
randomly split for administration of the first and second post-tests 


of the IGI. The numbers for these groups are reported in Table i. 
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The major groupings used in the study are identified below. 

Board of Governors. This was the governing body of the college. - 
The President was included in this group due to hi's statutory apeinatlon 
on the Board and also due to its small size, eight members. 

Bre ie crativs Parconmal. This group included people who: 

- plan, organize, direct, coordinate and/or control the activities 
and personnel of the college; 

- make key organizational decisions; 

—- supervise the work of other personnel, and 

- do not work directly with students in an instructional capacity. 
This group had ten individuals in it and included the Director of 
Programs, the Director of Finances, all Coordinators, the Director 
of the Data Centre, and the Registrar. 

Instructional Personnel. This group had 56 individuals in it and 
included all instructors, guidance counsellors, and the librarian. 

Students. The Student Council, as a sample of the student body, 
comprised a group of twenty-one individuals. The key factor in this 
decision was the need to haye a group which could be easily identified, 
contacted and involved in the group participation with GOALS. 

Support Staff. This group had 41 members and it consisted of 
all secretarial and clerical personnel, teacher aides, technicians, 


and maintenance staff. 
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Comparison Group. Although this study was limited to Red Deer 
College, an attempt was made to consider such environmental factors 
as government policy and economic conditions and for two administrations 
of the IGI to sha een For these reasons a comparison group was 
selected and this group responded only to the three administrations of 
the IGI. 

The Board of Grande Prairie Regional College agreed to participate, 
and the same basic groups participated. Every member of each group ex- 
cept faculty and support staff were asked to participate. Participants 
from faculty and support groups were randomly chosen by the researcher 
so that representation would be included from all teaching and support 
areas of the College. This was a conscious effort to ensure response 
through face-to-face contact with ail individuals participating. Such 
contact with everyone in the Grande Prairie College would have been 
very difficult since only one visit was possible and since the major 
track was in Red Deer College. 

It is important to recognize that the use of Grande Prairie 
cannot be viewed in any strict research sense as a control college. 
While there were initial expectations to use the Grande Prairie data 
in this way, a collection of "soft" quantitative data in a design 
which emphasized the researcher's conscious interaction with the 


organization did not justify the application of strict experimental 
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design concepts like control. Furthermore, as I haye already attempted 
to explain, the goals data at Red Deer were designed to give insight 
into the process of the study and in this sense the intervention should 
_be viewed as a case study. For these reasons, use of rigorous statistical 
comparisons between colleges was not emphasized in attempting to generate 
comprehensive answers to the question of group process and information 
impact on perception of college goals. Consequently, except for the 
Red Deer and Grande Prairie responses reported in Table 1, other 
Grande Prairie data on mean scores and ranks are reported only in 
Appendix E. Limited use of statistical analysis was carried out on 
Grande Prairie data, and this too is reported in the Appendix. Specific 


reference will be made to these data in Chapter Six. 


The Response 


Red Deer College. The sample for the first administration of the 
IGI in Red Deer College represented, except for the students, the 
Pe nunbers of the various groups identified. Their responses are 
summarized in Table 1. Four (50%) out of eight Board members responded, 
and 53 (93%) of the 56 faculty returned questionnaires. For the 
Administrative group the population was ten and responses were 
received and used from nine (90%) individuals. Responses were received 
from 12 (57%) of 21 students, and 37 (90%) of 41 Support Staff responded. 


In the Total College the response was 115 (85%) out of a total of 136 


individuals. 
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Respondents for the first post-test of the IGI were drawn from 
‘those who had initially responded to the IGI and who had also partici- 
pated in the GOALS simulation. This sample numbered 89 individuals 
and they were randomly divided in approximate halves to give a sample 
of 48 for the first post-test. Foon this group all three of the Board 
responded, as did three (75%) af the four Administrators. Twenty (83%) 
of 24 Faculty along with all five Students and nine (82%) out of 11 
Support Staff also responded. Throughout the total college the res- 
ponse for the first post-test was 40 (83%) out of 48 individuals. 

Respondents for the second post-test were simply the remaining 
half of the GOALS participants who had not responded to the first post- 
test. This group totaled 45 in number. The major reason why the two 
N's from the post-tests do not add to 89 is that the Board group was 
used in both of the post-tests since the initial number (4) of members 
qualifying was too small to subdivide. One (33%) Administrator out of 
three and one (25%) Board member out of four returned responses. Twelve 
(55%) out of 22 Faculty responded, as did one (20%) out of five students 
and four (36%) out of 11 Support Staff. Response from the Total 
College in the second post-test was 19 (42%) out of 45 individuals. 

The level of response on the third administration of the IGI was 


very low. Explanation for it likely lies in two areas. The 
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87 
final test of the IGI was administered late in the semester. Classes 
were ending and all the work of grading papers and preparing for exam- 
ination was underway. Furthermore, the data feedback package accompanying 
the IGI was very large. It would have required two to three hours to 
study and digest. The whole study had been underway for a long time 
and this plus the responsibility of digesting the package prior to re- 
sponse was sufficient to reduce the level of response. 

Grande Prairie College. The procedures for choosing the re- 
spondents here were explained earlier. All but the Faculty and Support 
Groups were total populations. Again the groups for the two post-tests 
were randomly divided. 

In the first administration a total of 56 participants were asked 
to respond. Within this total, six (75%) of eight Board Members and 
nine (90%) of ten Administrators responded. In the Faculty group, 14 
(89%) of 17 returned questionnaires, and nine (822) of eleven students 
did so as well. Out of ten Support Staff eight (80%) responded. 
Throughout the Total College the response rate was 46 (82%) out of 56 
individuals. 

For the first post-test 24 individuals received the IGI, and, with- 
in that group, one (33%) of three Board Members returned questionnaires. 
Three (75%) of four Administrators and all seven Faculty also replied. 
All four students responded and three (60%) of five Support Staft cdid 


so as well. In the Total College, 18 (78%) of the total 24 replied. 
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In the second post-test the total response was 22 and of this 
number all four Administrators replied. Again one (33%) of three Board 
members and all six Faculty responded. Two (402) of five Students and 
two (50%) of four Support Staff also returned questionnaires. Through- 


out the total group, the response for past-test two was 16 (73Z) out of 


22 individuals. 
TREATMENT OF THE DATA 


Consistent with the two major sources of data, two basic treat- 


ments were used: one descriptive, the other statistical. 


Process Description 

This treatment of the data lay in categorizing the researcher's 
personal observations on the process used in the study. The frame- 
work used to organize these observations was presented at the beginning 


of this chapter. 


Statistical Analyses 
The data from the three responses to the IGI were in the form of 
item responses and scale scores for each individual. These scores, in 
the form of group and total college means, gage susceptible to statistical 
analysis. Before identifying the specific analyses employed, it is 


important to recognize the reasoning used as a basis for certain choices. 
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In the first place, the data generated in this study were immense. 
The full complement of interesting and useful comparisons on a statistical 
basis was simply too large to be usable in. a meaningful and readable 
report. Consequently, decisions had to be made to reduce the amount 
of data used for comparison and inclusion in this report. Two sets 
of criteria were employed to arrive at this reduction. 

The first set related to the second subset problem raised in 
Chapter One: "What were the impacts of participation in goal-setting 
and information feedback on the perception of goals within the College?" 
Basically then, comparisons had to be employed which dealt with re- 
sponses before and after the participation and information feedback 
activities. 

The second set of criteria related to the variability of form 
in which the data occurred. Specifically, responses were broad enough 
in Test One to permit the use of data by group and by total College. 
Beyond Test One, however, the size of some groups was such that a 
fifty percent return rendered the number too small for useful 
statistical comparison. This occurred between Test One and Two, 
when Board and Administrator responses had to be collapsed to a 
single group. Consequently, the five. groups of Test One no longer 
existed in Test Two, thereby making consistent comparison difficult. 

The overall design of the study called for no more than two 


individual responses to the instrument. This necessitated splitting 
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the population for the administration of Tests Two and Three. This 
further reduced the viability of maintaining statistically respectable 
numbers of respondents in each subgrouping. The only major grouping 
which remained useful throughout the study was the Total foliose score 
for each Test period. 

Information about changes between the three tests came from the 
Ail College scores. The two approaches to statistical analysis were 


analysis of ranks using Spearman's rho and the analysis of variance. 


Analysis of ranks. This first approach relied on the fact that 
mean responses on each of the twenty goal statements permitted a 
collapsing of interval into ordinal data. This allowed the rank 
ordering of the "Is" and "Should Be" scores for each of the three 
tests. In view of the fact that analysis using interval] data were also 
conducted it should be made very clear that the Spearman's rho approached 
the study questions from a unique perspective. This analysis of ranks 
examined the impact of group process and information on perception of 
goals by focussing attention on the rank relationships between the goal 
statements. The interest was to know if the group process or the 
information feedback had an impact on the relative positions of the 
goals with respect to one another. From this. perspective, use of ordinal 


data and Spearman's rho was an appropriate analysis. 
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Spearman's rho with tied ranks was used to compare the ranking of 
the twenty "Is'' goal statements between Tests One and Two (impact of 
group process), and Tests Two and Three (impact of information with group 
process and elapse of time held constant. Similar comparisons were per- 
formed on the twenty "Should Be" goals. The critical values of rho were 
then examined to determine the statistical significance between the 


above comparisons. 


IT tests. The assumptions for interval data were also satisfied by 
the All College mean responses. Using the differences of means procedure 
it was possible to examine the impact of group process and information 
Feedback on perception of goals by applying the t test to means re- 
sulting from individual responses to the goal statements. Comparisons 
for which the level of measurement is interval, the t test provides a 
basis for determining the statistical significnace of obseryed dif- 
ferences. It was assumed that the scales of the Institutional Seas 
Inventory met the underlying requirement of being interval scales with 
"equality of intervals" Chane. View wr We 15) which were additive in 
nature. 

The t test for correlated samples was used to compare the "Is" 
responses between Tests One and Two. Similar use was made of the t 
Ps for comparison of the "Should Be" responses. The correlated 


application of the t test was used in this instance since the respondents 
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in Tests Two and Three were randomly split halves of the group in Test 
One and the resulting variances from Test One were not independent 
(Ferguson, 1971: 183). The correlated application of the test was 
also used in all comparisons of "Is" and "Should Be" responses. The 
level of significance used in all these instances was 0.05, although 
all results were reported. 

The t test for independent samples was used for comparison of the 
"Is" scores between Tests Two and Three and the "Should Be" scores 
between the same two tests because the comparison groups represented 
two independent samples (Ferguson, 1971: 187). 

This test is inappropriate when population variances differed 
markedly and, while homogeneity was assumed, it was tested in all 


cases. Where necessary the Welch t was computed. 


Comparisons. While analyses of ranks and variance constituted the 
primary statistical analyses, it is necessary to identify the comparisons 
used to examine the problems related to the impact of group process and 
information feedback on the perception of goals. Essentially the same 
comparisons were conducted with each of the two types of statistical 


analysis. Between tests the significant differences for the wiles 
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responses were examined. The same comparisons were performed for the 
"Should Be'' responses between tests. Specifically, the between test 


comparisons dealt with the study problems as follows: 


ie A comparison of Tests One and Two dealt with the impact 


of the group process. 


2s A comparison of Tests Two and Three held the group 
process, and elapse of time common to both tests and showed the impact 


of information. 


"Ts" and "Should Be" comparisons examined and recorded the signi- 
ficant differences between "Is" and "Should Be" responses for each 
separate test. A descriptive examination of the shifting patterns of 


"Is"/"Should Be" differences was conducted. 


as Shifting patterns between Tests One and Two gave inform- 


ation on the impact of the group process. 


Ds Similarily, hetween Tests Two and Three, the patterne 
gave insight into the impact of information with the group process 


and elapse of time held common. 


Figure 2 should help in understanding the information produced by 


the various comparisons 
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Figure 2 


Test Comparisons Performed to Produce Information on the 
Impact of Group Process and Information Feedback 


Impact of Impact of 
Group Process Information Feedback 
Comparison between Comparison between 
Test One Test Two 
and and 
Test Two Test Three 


SUMMARY OF THE CHAPTER 


Data in this study came from two major sources. One source was 
the researcher's observations about the process used to examine the 
perceptions of goals in*the college. The other source was the 
administration of the IGI to participants over the three testing 
periods in the study. The first source produced personal data as a 
result of my participation in and observation of the overall process; 
the second source produced quantitative data that were subjected to- 
statistical analyses. These latter data were analysed in an effort to 


understand the participation and data feedback portions of the intervention 
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activity. Taken together, it was my belief that these two types of 
data ieided a more comprehensive understanding of the OD intervention 
than would the use of only one of the sources. 

The data were collected in a process which emphasized seven steps, 
and the data came from the participation of five eros Board members, 
Administrators, Instructional Faculty, Support Staff and Students. 

The researcher's observations were analysed on the basis of five 
conceptual categories drawn from the literature on interventions in 
organizations. Statistical analyses relied on use of Spearman's rho 
for rank correlations to examine the impact of group process and in- 
formation feedback on the relative relationships between the goal 
statements. The t test was employed to examine group process and in- 
formation impact by focussing on the differences between mean responses 
to the goal statements. Both of these statistical tests relied on 
comparison of the "Is" responses between tests, comparison of the "Should 
Be" responses between tests and comparison of the "Ts"/"Should Be" re- 


lationship for each response period. 
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CHAPTER 5 


RESEARCH FINDINGS - DESCRIPTION OF 


THE INTERVENTION 


INTRODUCTION 


This chapter presents a narrative report on the organization 
development intervention at Red Deer College. It is written personally 
as a reflection of my efforts to note the interaction which took 
place between individuals and groups and myself throughout the course 
of the intervention. These personal data were reviewed both during 
and after the intervention in an attempt to understand how the inter- 
action between myself and College participants worked to modify the 
intervention process. 

In order to arrive at a more objective point of view my anecdotal 
records of the process were reviewed according to a series of intervention 
processes abstracted from OD writings reviewed earlier. This chapter 
begins with a brief historical context for Red Deer College in the period 
preceeding this study. The balance of the chapter organizes my personal 
data into four areas. The first area relates to initial contact with 
the college. The second deals with the process of entry to the college 
in order to define relationships, select the setting and clarify the 
method of work. The third area attends to the actual process of data 
gathering and intervention and the final process considers participant 


response to the study. 
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CONTEXT 


This study was conducted through the fall of 1973 to the spring 
of 1974. The timespan was roughly equivalent to the 1973-74 academic 
year, although initial entry to the college occurred in late September, 
1973, a few weeks after classes had begun. 

For a year and a half the college had been going through severe 
internal stress. The exact beginning of the problem would be impos- 
sible to identify with any degree of certainty. While the issues have 
since been thoroughly examined, they are not the subject of this study. 
It is sufficient to say that, on March 7, 1972, the Minister of Ad- 
vanced Education announced the appointment of a public inquiry into 
the affairs of Red Deer College. Dr. T.C. Byrne agreed to act as a one- 
man commission. 

The inquiry concluded on May 11, 1972 with the presentation of 
the Commissioner's Report (Byrne, 1972) to the Chairman of the 
Executive Council. While the details of the inquiry are not the focus 
of this study, there is some yalue in noting a summary of the fourteen 
recommendations made by the Commissioner. 

Recommendations were made in three areas: the appointment of an 
administrator, changes in administrative ve debnene and contract nego- 
tiations. Specifically, it was recommended that an administrator, with 


all the powers of both Board and President, be appointed for at least 
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a year. Two new administrative positions, a Dean of University Studies 
and a Dean of Programs were recommended ; the pasitions of Vice-President 
and. Director of Continuing Education were to be declared redundant; a 
search and selection process based on Academic Council was to be insti- 
tuted for a new President; and practices of open budgeting established. 
Contract negotiations for the years 1972-74 were recommended to continue 
between the Administrator and Faculty. 

On June 5, 1972, the Executive Council appointed Dr. R.G. Fast as 
Administrator for Red Deer College. Dr. Fast remained as Administrator 
until May 22, 1973. As a consequence of his appointment and eleven 
month tenure, Dr. Fast prepared a report (Fast, 1974) detailing his 
activities at the college. Some of the major points from his report 
are noted below. 

Commissioner Byrne (1972) had identified a wide variety of problems 
in the college. They ranged across such issues as: polarization in 
the college; breakdown in communication; confusions between power, 
authority and decision-making; style and process of institutional 
management; personality conflicts; union-like control of faculty member- 
ship; financing and hudgeting in a closed fashion; policy deyelopment; 
vague job descriptions and weak community interaction. 

In dealing with this wide range of problems the Administrator 
(Fast, 1974: 2-9) made decisions in a variety of areas. Personnel 


changes were effected through a combination of resignations, terminations 
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and dismissals. The problems of power, authority and decision-making 
were initially approached through the dissolution of the existing 
structure and commitment was made to flatten the structure, shorten 
lines of communication and thereby take a major step towards the re- 
establishment of trust and confidence in the college. A new structure 
was established based on a detailed statement of philosophy, function 
and goals for the college, a review of comparable structures elsewhere, 
and consultation with the Interim College Council. 

The positions of Vice-President, Senior Instructors and Program 
Chairmen were abolished. The positions of Director of Programs and 
Program Development Officer were established. Two new career program 
departments were established bringing to five the number of program 
departments. Chairmen of these departments were designated as Admini- 
stration. The Librarian was made Coordinator of the Learning Resource 
Centre; and he was to report to the Director of Programs. 

Financial problems were primarily alleviated through a three and 
one-half hour increase in average teaching load. Budget procedures 
were modified to represent sound modern practice with emphasis on an 
open process of budget building based in program departments. The 
Administrator's final step lay in establishing a process to appoint a 
new Chief Executive Officer. Criteria for selection were determined 
and a selection process using representatives from major college groups 


was established. This culminated in the appointment of Dr. W. Forbes 
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as President of Red Deer College on July 1, 1973. With the appointment 
of a new Board and the beginning of the President's tenure, the position 
of Director of Programs was filled and the college was again moving 
on a normal course. 

It was late in the Summer of 1973 that I made initial contact with 
the college through the new Director of Programs, Dr. G. Kelly. Given 
this background, it is now appropriate to review the process of the 


study which grew out of this initial contact. 
INITIAL CONTACT WITH THE COLLEGE 


Initial contact began through a single individual and ultimately 
developed into a series of events. It was this series of events which 
was more appropriately identified as the "initial contact." 

The first contact was with Dr. Kelly in early September, 1973, at 
the University of Alberta. He was completing his doctoral research 
and had been recently appointed as Director of Programs at the 
College. At that time a discussion took place in relation to the 
researcher's dissertation topic, and how it might relate to the needs 
at Red Deer College. The discussion ended with an agreement that a 
detailed outline of the research be prepared and sent to Red Deer 
College for examination by Dr. Forbes and Dr. Kelly. A copy of this 


outline is included in Appendix F. 
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A meeting was arranged for October 3, 1973 with Dr. Forbes and 
Dr. Kelly. This meeting eames with the outline of a proposed project. 

(See Appendix F). Dr. Forbes made an important observation during this 
meeting which resulted in a significant modification to the group aspects 
of the study. Dr. Forbes observed, in relation to the orientation 

phase of the study, that effective use of the IGI required a fairly 
sophisticated understanding of how goals functioned in an organization. 
He was quite convinced that the staff of Red Deer College did not have 
this understanding. 

Consequently, discussion was directed to ways in which participants 
might be familiarized with a conceptual framework for Beetles goals. 
There was concern that this sensitization should focus on some experiential 
activity. Both Dr. Forbes and the researcher were familiar with the 
GOALS simulation and it was agreed that this technique would be 
examined as a possible method for achieving both the group actiyity 
of the study and the familiarization process. 

My orientation to the college and ongoing participation in some 
real activity in addition to the study was also discussed. This activity 
a. agreed to be necessary to legitimate further my presence in the college. 
in- principle, it was.agreed that I would work in an area related to program 
deyelopment; specifically, to research the viability of a tourism program 


and prepare the initial program proposal for submission to government. 
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The details were to be worked out with Dr. Kelly, as were arrangements 
for a physical location in the college. All agreed that these types of 
arrangements were important to: legitimate my presence in the organization, 
put me in a position to begin learning the daily routine of the college 
and make the goals intervention visible to staff so they would come to 
recognize that I was trying to do work for the whole college and not 
just the administration. 

The concluding item in this discussion related to how the study would 
be characterized. I stated a strong desire that the activity be action- 
oriented with a focus on the goals problem agreed to earlier. Emphasis 
was placed on the problem-solving focus of the study. I would attempt to 
generate data relevant to goal identification but I did not want to be 
perceived as a one-person problem-solver. The study would strive to provide 
information on college goals as presently perceived and as desired. 
Furthermore, my attempt to discuss the intervention widely in the college 
and the participation exercise would be an important step towards creating 
an atmosphere of openness which could encourage participants to make their 
own choices about the college's purposes. 

The meeting was warm dea orden and, in spite-of the fact that it 
was my first meeting with Dr. Forbes, I felt accepted and I was happy 
with the consideration given to the study proposal. The meeting ended 
with an agreement to meet with Dr. Kelly to fully explore the GOALS 
simulation, finalize arrangements for the program research and locate a 


desk and an office for me. 
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The next yisit occurred in mid October, 1973: with Dr. Kelly. The 
meeting dealt with two major areas: the place of GOALS in the 
study and my program development responsibilities. Discussion of the 
GOALS revolved about its operation and the interpretation of such 
terms as "instructional effort" and "resources" used in the simulation. 
Participants in this simulation are asked to allocate portions of 
"instructional effort" in order to rank a series of previously ident- 
ified goal statements. It did not matter whether "instructional 
effort'' was perceived only in a fiscal sense or was viewed as an 
allocation of personnel through expenditures. The first allocation 
of these resources in the GOALS was to be done by individuals using 
their own interpretations. The second allocation was to occur in 
groups where individuals would have an opportunity to see how others 
interpreted terms, and then to negotiate for various interpretations 
of terms to produce a subsequent allocation of resources or effort. 

The issues related to my program responsibility were identified 
and it was agreed to work them out gradually as I spent more time 
in the college. During the rest of the day, time was spent yisiting 
with familiar staff members, and a thorough briefing on the activity 
was giyen to the Director of Finance, Mr. Roy Swanson. I was given 
a desk in the secretarial office next to the Faculty Lounge. It was 
centrally located, visible to a majority of staff, and accessible 


to secretarial assistance. 
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An informal Wine and Cheese party was hosted by the Board of 
Governors on the evening of October 12, 1973. I attended with my 
wife. — The evening was enjoyable and opportunities were taken to speak 
informally about the study with a number of individuals. The discussions 
were challenging and it became evident that I would do well to adopt 
a stance of acceptant, non-judgemental listening. 

At this point, it would be useful to indicate what I was listening 
for in my interactions. At the most general level I was concerned to 
know how individuals responded to my presence in the college since 
I was actually involved in the intervention. More specifically, 

I was listening to possible demands from individuals and groups that the 
process of the study be modified. Closely related to this I was also 
using these situations as opportunities to informally check on whether 
people understood the purpose of the study and my role in it and in the 
college. 

Recording of these data was done very simply by attempting to keep 
notes of individual or group responses during the interaction. This 
was done only where it was possible to do so without disturbing the 
discussion. Where this was not possible, notes were made as soon after 
the meeting as possible. Observations tended to fall into two basic 
categories. One was a straight forward effort to record what had 
actually been said. Other observations were more methodological in 


Mature. These latter observations were attempts to see and record the 
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implications of the objective events in terms of the overall ee I 
was implementing. For example, eyidence of confusion indicated the need 
to undertake further explanation and clarification. These two levels of 
observation correspond to the categories of observational notes and 
methodological notes identified by Schatzman and Strauss (1973: 99). 
Later reflection on initial contact with the college led me 
to conclude it was important to maintain a low, but visible, profile 
so staff would become aware of me and begin to wonder at the reason 
for my presence. This wondering would hopefully result in discussions 
with staff who knew me personally and also knew why I was on campus. 
Knowledge about the study would gradually be filled in through notifica- 
tion by Dr. Forbes and increased discussions between myself and staff. 
The problem was to establish a middle ground between "coming on too hard" 
and being too quiet and unobtrusive. 
At this point I was prepared to begin fairly intensive time in 
the college. All details regarding working conditions had basically 
been taken care of and accommodation had been provided in order that 


two to three days a week could he spent in the college. 


ENTRY TO THE COLLEGE 


This section considers three major problems which must be solved 
satisfactorily in any OD intervention: definition of relation- 


ships, selection of setting, and method of work. The definition of 
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relationships focussed mainly on establishing contact with all the 
participant groups in the college; pertinent individuals such as 
Chairman of the Board, administrators, student leaders, Faculty Assoc- 
iation Executive; and any individual who indicated a desire to talk. 
While selection of the setting and method of work had been agreed upon, 
contact with groups and individuals, their perceptions and time realities 
resulted in certain modifications. 

During this period a proposal to my supervisory committee was 
completed and the candidacy oral taken. A contract for the program 
development was drawn up and work was begun, and all major groups were 
visited. Much of this section is devoted to reporting the interaction 
with individuals, the resulting perceptions and the subsequent results. 
The period runs from late October, 1973 to the first administration of 
the IGI following the Christmas break on January 4, 1974. 

In the fourth week of October, 1973, two significant contacts were 
made: one with the Students’ Executive and another with Dr. Forbes. 

The initial student contact was with a variety of individuals in the 
Students’ Union offices. The Student Association President was un- 
available, but the regular meeting times of the Executiye and Council 

were determined, and arrangements were made to meet the full Council. 

The discussion with Dr. Forbes dealt with my initial contact with the 
Board and college-wide identification of my responsibilities. In addition, 
a discussed the possibility of including process observers in the group 


activity of the GOALS simulation to assist with the operation of the 
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LOy 
group and record interaction. This would require a "dry-run" with the 
Coordinators on the group allocation of goals, and then some instruction 
on a checklist of processes to note. The Bales interaction schedule was 
suggested by myself as a possible type of checklist. 

In early November, 1973, time was spent meeting individuals and 
informally discussing my presence in the college. Arrangements were 
made to meet with the Board on November 21, 1973 to present the study 
and gain their formal approval. Time was also spent firming the method 
for the program research and bringing the outline of the research into 
final draft format. This draft was to form the basis for a formal pre- 
sentation of the intervention to college groups. Time was also spent 
assessing the use of computer facilities for cost analysis and scoring of 
the IGI. The initial format of the study had proposed an analysis of 
space utilization as another expression of goals through allocation 
of instructional space. Following examination of these data, the decision 
was made not to examine utilization of space in the study due to problems 
with reliable measures. Throughout these actiyities contacts with 
individuals continued. These contacts tended to be fairly neutral and 
explanatory. 

During this early November, 1973 period, an exploratory meeting was 
held with the Coordinators and the Director of Finances. The general 
outline of the study was presented. My benefits from the study were 


clearly identified as Ph.D. research. College benefits were identified 
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as being an opportunity to: reyiew, encourage a participatory environ- 
ment, and contribute towards establishing a direction for the college. 
Emphasis was placed’on the importance of individuals’ input to the pro-~ 
cess of the study. Considerable discussion took place and two major 
concerns were isolated. Limitation of the study to college individuals 
only was questioned in relation to the fact that the Department of 
Advanced Education might have considerably different expectations for 
the college. Response to this issue emphasized the fact that the study 
was designed to be internal to the college in order to promote a healthy 
environment of self-evaluation. Firm knowledge of college-wide goal 
perception was emphasized as a basic step in responding to the Depart- 
ment in the event that substantiaily different perceptions did exist in 
Edmonton. 

Concern was also evidenced about whether the study model would 
accommodate an opportunity for individuals who held goal perceptions 
different from any consensus which might occur. The simple answer was 
eyes x" 

The meeting was generally very productive and it ended by noting 
that the researcher was an "outsider." In view of past situations, 
the fact the researcher would haye no real “axe to grind" was considered 
important. My presentation took about three-quarters of an hour, and 
the meeting was a valuable opportunity to note areas where the material 


might be shortened. This assisted in a later presentation to a large 
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meeting of all staff prior. to the first administration of the IGI. The 
meeting concluded with a promise to arrange future meetings with faculty 
in the Coordinators' divisions. 

Informal contacts continued with individuals towards the middle 
of November, 1973. During this period I applied to join the Faculty 
Association as an Associate Member. This gave me access to faculty 
meetings and social events. 

In the middle of November a meeting was held with the Student 
Executive and Council. The rationale and phases of the study were 
explained, and a specific request was made for full Council participation. 
Use of the Council instead of sampling the full student body was ex- 
plained. The reception was warm but likely the most scrutinizing 
meeting thus far. 

Throughout this early November period the issue of a College 
Council surfaced in a number of discussions. Existing college legis- 
lation made establishment of such a Council optional, but it did stipulate 
that, if the option was exercised, the Council's constitution and 
function were to be negotiated with faculty and student representation. 
The researcher learned that these negotiations were still underway. An 
administratively oriented Coordinators' Council was operating but it 
did not include faculty or student representation. The composition 
and ultimate operation of the College Council remained under negotiation 


throughtout the duration of this research. 
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By the middle of November the basic activities of the program 
research had been outlined.- This was to be seen as a way of me being 
inyolved in the college's ongoing activities and taking some additional 
responsibility for college problems other than those related to my 
research. Remuneration was agreed to and I was expected to: 1. do 
a market-needs analysis, 2. identify an Advisory Committee, 3. develop 
a program plan and 4. organize an initial workshop. Ten days a 
month of work were expected with periodic reviews to determine the 
value of continuation. This work continued from mid-December, 1973 
to mid-February, 1974. In that time the market analysis of Central 
Alberta was completed and names of members for an Advisory Committee id- 
entified. It became apparent that a full scale program was not viable 
and that short-term continuing education activities would be recommended. 
In spite of this conclusion, drafting of a letter of intent to government 
was requested. This was done and the program research was terminated 
on February 8, 1974. 

By the third week in Noyember, 1973 arrangements had been established 
to meet with most faculty groups. The meeting with the Board was held 
on November 21, 1973. and the agenda material was basically the 
methodology statement from the proposal. This material emphasized the 
instruments to be used and the major phases of the study. My partici- 
pation and college benefits were identified in the verbal presentation 


and the ensuing discussion. 
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The board's reaction to the proposal dealt with four areas: 

ie The yalue of the study was questioned in yiew of the fact 
the. college was not in a "normal state." 

Ze In the context of the first issue, there was a concern about 
evaluating the college. 

oes In view of recent developments, the value of questionnaires 
was doubted. 

4. There was concern with the confidentiality of opinions 
expressed and possible evaluation activities resulting from the study. 

eC The board also wanted to know how I had come into contact 
with the college. 

These were very serious issues to the board and considerable 
explanation of the study was required to speak to the concerns. 
Basically, the response to those concerns emphasized the following points: 

1. Whether the college was in a "normal state" was not relevant 
to the study. The study was not concerned with the normalcy of the 
enyironment. Rather, the focus of the study was on providing individuals 
in the college with information and an opportunity to look inward 
and to Peseta: in fact, was desired to he a "normal" direction. 

Ze The study was not designed to evaluate the college in any 
way. Again the emphasis was on producing information. The only evaluation 
to be done was on the OD intervention. This distinction was very 


difficult to make with the board. 
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3. The mix of questionnaires and the GOALS process was designed as 
an effort to offset the limitations of just questionnaire data collection. 
My presence and participation in regular college activities as part of 
the research strategy was designed to further offset this limitation. 

4. The expression of controversial or confidential opinions 
was not to be any part of the study report. The report was designed 
to examine the impact of the process used to examine goals. 

oe Contact with the college was simply explained as it happened 
through Dr. Kelly. 

Another meeting was held with the support staff immediately following 
the board Eee: Cniy about a third of the individuals were present 
and others had to be contacted personally. The major concern was that 
the study was a surreptitious way of collecting information for col- 
lective bargaining. This was emphasized as not being the case by 
again thoroughly reviewing the purpose and process of the study. 

In the days immediately following the board meeting additional 
concerns were indicated to the researcher by Dr. Kelly. The concern 
about eyaluation was again emphasized as was the need to speak "at the 
Board's leyel" without using theoretical jargon. As a consequence, 

I agreed to prepare a memorandum to the Board emphasizing the non- 
evaluatiye nature of the study, a commitment not to disrupt the 
college, the type of questions to be asked, and the information which 
would be generated. Development of the memorandum took a great deal 


of discussion with Dr. Kelly, indicating real concern to accurately 
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represent the study to the Board. The first draft was done at the 
end of November, 1973 and the fifth and final draft was completed on 
December 11, 1973. A copy of this memorandum is included in Appendix 
G as is the board's letter approving the study. 

It was beginning to become apparent that individuals were having 
considerable difficulty in gaining an overall concept of the stages in 
the study. This resulted in efforts later in the intervention stage 
to repeat this information in simplified verbal and visual ways using 
a combination of didactic and discussion modes. 

The remainder of November was spent meeting with groups and in- 
dividuals. In some cases where group meetings had been set at the 
same time as regular meetings, cancellations resulted in the need to 
meet many individuals separately. This became quite time consuming. 
Generally in these discussions various aspects of the method were 
questioned. My initial contact with the college was also questioned 
Peeularly. This concern was hiketvyea retlectionm of,che adjustment to 
a new administration. When the contact was openly explained, the concern 
seemed to dissipate. 

December, 1973, was a "short" month because of exams and the 
Christmas break. The time was spent making preparation for the first 
large-group meeting with all individuals to describe how goals are formed 
in organizations, to answer questions and to distribute the first ad- 
ministration of the IGI. As well, this preparation dealt with ways to 


simplify and clarify the overall nature of the study since feedback to 
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others and to me indicated some lingering confusion. It was considered 
necessary to clear up this confusion since a clear understanding was 
important to gain the fullest’ participation of indiyiduals. This initial 
contact took place in the morning of a Staff Development day on | 
January 4, 1974. 

A report to Dr. Kelly summarizing activities to the end of Dec- 


ember, 1973 is included in Appendix G. 
DATA GATHERING AND INTERVENTION 


In very broad terms this stage began with the first contact with 
the college. For purposes of describing the process, however, I 
have chosen to identify the first administration of the IGI as the 
beginning of the Data Gathering and Intervention phase. The data 
required to analyze portions of the process statistically were not 
collected until the first IGI administration. The Data Gathering 
and Intervention were basically made up of the IGI Pretest, the 
GOALS Process, the IGL Posttest One, Generation of Allocation Data, 
Feedback and IGI Posttest Two. 

The first administration of the IGI was conducted in a fairly 
straightforward manner. Packages were made available to all indiyiduals 
through the ior mail system. The material was distributed to 
faculty in conjunction with the Staff Development day on January 4, 1975. 
The study and theoretical basis We anrene it were reviewed again on 


this day and questions were answered. 
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The time between this Pretest of the IGI and the GOALS actiyity 
was spent continuing to work in ie eeies: preparing the eT ieee ion 
data, setting the procedures for scoring the IGI and preparing for 
the GOALS activity. Letters preparing individuals for the GOALS 
activity and covering letters with the GOALS material are included 
in Appendix H. 

The GOALS activity was set for February 15, 1974. It had ori- 
ginally been planned for a whole day with all college staff. Pressures 
of time on board members required that the activity be concentrated 
into the afternoon of this day. Consequently, the procedure was some- 
what modified. Basically the GOALS required an individual sort of 
goal statements, a group sort and a final individual sort. Since the 
intervention dealt with the impact of group process on perception of 
goals, it was decided that the group sort was most important. Individuals 
were given the GOALS kit prior to February 15, 1974 and were asked 
to become familiar with it. Individual sorts of goals occurred prior 
to gathering into groups. Also, original plans to do an interaction 
analysis of the group sort had to be abandoned due to lack of time and re- 
ere to prepare the observers. Groups were constituted in such a way 
that representatives from each major sector of the college were placed in 
each group. This was not possible in all cases since the optimal group 
size had been set at seven and there were only eight board members and 


not all were in attendance. Each group had a key person in it who had 
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been familiarized with the GOALS activity. They also acted as recorders 
of the decisions reached by the groups on the priority of goal statements. 

Prior to the February 15th date a "dry run" of my presentation at 
the GOALS activity was conducted with the Coordinators. This was de- 
signed to check the clarity and length of the presentation. As well, 
the instructions for the GOALS were reviewed. This "dry run" took place 
in January, 1974 so that modifications could be incorporated prior to 
the February date. This presentation was designed to again review the 
Study, to give all staff a clearer understanding of how goals are set 
in organizations, and to explain how the GOALS activity was to be op- 
erated. As a consequence of this test run the presentation was shortened 
and clarified, very simple overhead transparencies were prepared and 
the GOALS directions were simplified. An outline of this presentation 
as used at the GOALS activity is included in Appendix H. 

Two referees and I circulated among.the groups acting as arbitrators 
in definitional and procedural difficulties. These individuals were 
graduate students who had already participated in the simulation. A 
social actiyity in the form of a no-host Wine and Cheese party was or- 
ganized for the early eyening. 

As a result of the precautions taken before the GOALS workshop, 
the activity ran smoothly. This is not to suggest that it was not a 
very busy afternoon; it most certainly was. Everyone had the GOALS 
kits and the first hour was spent explaining how the GOALS activity 


fit into the overall study and how to use the kit. Questions were 


‘| ht Os pet in 0 7 
NWrURLG, | een ae 

ue J Aas) ae 

1 1 a 

i an J 

i ert | | 
' = 7 7 j 
; Lae Oh ; ; 


aibudis i +e Neti bbb mee hj wth | 
a tet! Lidia hee ete aah ee aan: 
rt obanzanteeay ‘ay a “si “ he el ones 
sash: Ha SIE reste ae PY | 
“plage aa pe wis 9 Lent den iet coin 
ea i eal ee Rasen ony’ ie ate 36 Kiel 
a aie 7) pdaymsat eat Wi ees dacht sued? pie nih oe von 


d 


ensl.! q "y ~ | ober i) Yr , ! gravly oo cannon etl aha: sad 


“ 50)! Bs tani: ne pitilet we ae wiry ape megt ib © shane ite ¢ oy 
i 
ye 


ser PRR Soae VELA OTe Hitt aoe oa is 


= a ee ET ET 9 ‘ 
siete ads ales ty ype eres ed fag? Sauees taba, <i soir 
Olle se ne “ye See SS tens vei Snail atighna- baci 
pldiesieney etd Woagttah eR eG Fe ha — > ‘s 5 fae 
y= Parts, “ey 4h A ome Revere | ws a 
ea. ek » el higy we is nl 1 ten hi ‘dah Einar ¢ ee 


F : : a » 
~~ ny wi. ak 4 Y bid! +, ey i fey’ + Sid | M ney ia Tagua: fet tek 
mpi es we ie Pre a mm a ini hit ‘aa asa ae 
ee | ire a va a 


ae Oh ae a mF » Ye. eer org oe ks a 
a ae . : ee a 2. aavene “Lay sei 
| | ou een 


£t) & g ez) « 
ten, MARS ie EN 


ae nv of - 
PAN 77 ae LG are = 


» | ee atetsna). tael are ey) op ee el ai: saeco 


ne on 


5! 


, ai “p > i ’ 
Ae) Ss [oar © a a= - re 


117 
requested and they mainly dealt with the instructions. There was a 
cooperative spirit with those who had already been familiarized with 
GOALS offering spontaneous additional comments on use of the kit. 
Time was then made available for individuals to do their own private 
ranking of the goal statements. Individuals then proceeded to different 
rooms for the process of setting priorities and allocating in groups. 

The interaction in these groups was indeed open and most groups 
became quickly caught up in the spirit of the activity in spite of 
the fact it was a simulation. This would seem to argue for the fact 
that individuals indeed took seriously the role that the overall study, 
and, in particular, the GOALS activity could have in influencing the 
direction of the college. The general response to the GOALS activity 
was exceptionally positive. Additional comments are presented in the 
following sections of this chapter. 

A week following the GOALS activity the IGI was distributed 
to a randomly chosen half of all those who had participated in the 
simulation. The covering letter is enclosed in Appendix H. 

Much of the time from late February, 1974 to early April, 1974 
was spent collecting and scoring the IGI responses, summarizing the 
GOALS simulation data, and preparing the cost data. This was 
combined into an information package, and in mid-April, 1974 it was 


distributed to all College staff. The remaining half of those 
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who had participated in the GOALS simulation responded a final time 
to the IGI. Individuals responding to the final administration of the 
IGI were given two weeks to review the package and return the IGI. 
Those individual respondents who expressed concern about absorbing 
the package prior to responding to the IGI were told to take time to 
review the package before responding even if it meant returning the 
| IGI late. The Information package is included in Appendix D. 

By this time it became evident that a final opportunity to discuss 
the overall results of the process before the end of the 1973-74 year 
would not be possible. Classes were concluding, exams were in progress 
and individuals woaid be increasingly difficult to contact and gather 
into meetings. Consequently, plans were made to return to the college 
after classes were underway in Fall, 1974 to complete the reporting phase. 

This final reporting session took place in early October, 1974. 
and all staff were involved. The session took the form of a large group 
presentation using a wide variety of visual material. The presentation 
was in the college's tiered theatre so that interaction was facilitated 
by the physical location in spite of the large group. The outline of 
this presentation is included in Appendix H. The detailed notes used 
for the Goal-setting concepts and College Implication sections of this 
presentation are also included in Appendix H. As well, reproductions 
of a sample of the overhead transparencies used to: report the IGI re- 


sponses are also in Appendix H. At the presentation these transparencies 
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were in overlay packages by "Is" and "Should Be" scores to show 
profiles for each test period and the Total College Profile was used 
as the base for the Test Qne and Test Two comparisons. As well, overlays 
were used to compare the Total College Scores profiles across the three 
tests. 

This activity concluded the Data Gathering and Intervention portion 


of the study. 
RESPONSE TO THE PROCESS 


This portion of the chapter used data from two sources: (1) attempts 
to generalize the researcher's perceptions as a consequence of his 
interaction with groups and individuals over the course of the study; 

Bed (2) a limited number of interviews during the post-GOALS period 
with key individuals who had participated in all parts of the study up 
to the GOALS activity. This latter activity was an attempt to pro- 
vide validation for the general observations of the researcher. 

The interviews were conducted with one member from each of the 
major participant groups: the Chairman of the Board, the President, 

a faculty member, the Student Union President and a member of the Support 
Staff. Interyiews were informal but were structured by dealing with 
three major categories of questions. The first set was designed to set 


the interviewee at ease, and the questions dealt with the indiyviduals' 
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perceptions of the college's general direction. These data are not 
OEE here due to a commitment of confidentiality given to the board 
on these matters. Furthermore, the purpose of the interviews was to deal 
with the study process. 

The second set of questions dealt specifically with understanding 
of and response to the overall study. The specific set of questions 
are listed below: 

ss What is your general response to what I have been doing in 

the college? 

Vi Did you know what I was doing? What were the effects of 

this knowledge or lack of knowledge? 

3 Do you now know what I am doing? 

4, Are there any areas still unclear? 

vs How do you think others perceive what I am doing? 

The third category asked two specific questions related to the 
GOALS activity: 

1. What happened in your group in terms of participation? 

2" How were decisions made? 

This section presents an attempt to identify those general 
responses which I had sensed were occurring and were then "confirmed" 
by the interviews. Unfortunately, time ran out and it was not possible 
to conduct similar confirming activities beyond the final administration 
of the IGI. This is obviously a major weakness in the study. Comment 


will be made on this problem in the last chapter. 


Shh O'SK a auth eet sings Resins, 


v< co: oe 4 si pa ie Le: re yes 
i" 1 se 


vee tt FU a ree sie 
dew. avet WT RITL« we ‘hen semen ie sited ~ 0st a 


brotetigh 24 
fa | | Ne | 
1 De ght bo) AN ey aa — nee - 
Ah uliiag ate gp cost hola: ass scuivaiilh ‘Yeaee pas wit : b 
Soe a eb US ee 
ome a FP) ABE ! rete ok Sadana + es ae > oquee 


- over eT ee dation lat a8 eye. ye te esis otal? adh tj 


iy 


hk f= wits ae Can | en eaivow oe een a Center EP a 


a7 ; 7 Al ~< ai ie vhin 


' 
r ‘ 5 ‘ 


re 
; 


packoly aed 


oe aethe a) SRE. terete eden ¥ sara veri 
cr eee + iat Signet Mo we He 

: ae ‘s < See er ayer 
{iielemy LFt as ‘abet emai 
. iki be SAA Ce Sy guy serait Aartsoe 66% 
os ensetigs ae saat ay 2 e-sivice ah Sepchene lah b BF 
: fred ox Bon | eo 
-n Saba TRay ka FY us Be eyes @ a ny ‘a Naini ie ne = 
em oo rai Wiel i 


aie io 


vist oo oat sid iasnaaie, at ms ps7 
rod 


i" 


oe ee er Ce AE a 
i Arp Biei pee es ee Oe | 


U J Weires 
sew’ & ire: Siete ans Ea in hietasiens aE _ 
ad oe bd vet e 


i whtehndhe |) This ht. vot Sean vet ye ain iy assets > wer 


ty 


T4 wigeds 16e8 bel a para: waka do 


- 7 
i ate : 


7 i ; 


“ee 


1 | 
The General Study 
The overall study and my entry to the college resulted in a number 


of responses. 


ULF There was a great deal of questioning regarding both the purpose 


of the study and the researcher's intentions. 


The range of this response was from actual suspicion of the research 


as a "tool of the board and administration" or an anxiety about how the 
study would effect people to a serious questionivg of the research's 
benefit to the college. There were many strong responses that the 
research should produce useful outputs. Some individuals perceived 
the questionnaire as a real nuisance at the beginning of the study. 
Others responded that it was just more "graduate research." Most of 
these feelings were offset as a pone ience af senior administration 
support, my continuing interaction, review of the process prior to 
the first use of the IGI and prior to the GOALS actiyity and actual 
participation in the GOALS activity. 

ie The complexity of the yarious phases in the study produced 
considerable confusion. 

There was a general failure to comprehend the methodology of 
the research. The various phases of the study and their interrelation- 
ships were difficult for many individuals to grasp. Again, repeated 


explanation and actual participation in the GOALS activity gave 


focus to the study. 
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oe Some response to the study was simply neutral. It did not 
threaten nor excite a limited number of individuals. 

4, Negotiation to modify the study so that it would be closer 
to individuals' perceptions of the college's needs occurred during the 
initial stages. 

These negotiation initiatives came most strongly from administrators 
and from the board through the administration. Change was usually 
proffered in the form of suggestions by members of other groups in the 
college. Basically the thrust of these negotiations focussed on more 
efficient operation of the research rather than on serious attempts to 
redesign the method. 

The changes resulting from these negotiations were not identified in 
the interviews. They were identified by myself as I participated in the 
intervention process, and these changes were confirmed in the interviews 
as ways to deal with the responses to the interyention identified in 
points one to three immediately above. 

Most notable changes were: 

- The addition of time to meet RA ric to explain the study, 
and extension of time so that the events of the study could be placed 
on days which did not conflict with college activities; 

—~ Administration of the IGI to everyone only twice to meet a concern 
about overexposure; 

~ Reduction of the GOALS activity to one half day in order to 
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accommodate demands on individuals’ time; 
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- The identification of group leaders in the GOALS groups in order 
to give more task orientation to the groups; and 

~- Elimination of process observers from the GOALS groups since 
there was no time to train them in the December time period. 

The constraints of a shortened time span produced the following 
changes: 

- The inability to gain final and immediate response to the process 
after the last use of the IGI because of year end; and 

- Mutual agreement that the final reporting session would be a 


larger group interaction in the fall following the final use of the IGI. 


The GOALS Activity 
To briefly review, the GOALS activity was a simulation opportunity 
for individuals to rank a set of Overall Purpose goals and to allocate 
percentage of effort to sets of Instructional Ends and Managenent 
Support goals. This was first to be done privately and then in a 
group setting of negotiation and open communication in an effort to 
reach agreement on rankings and allocations of effort. A final private 
activity which was part of the original GOALS activity was not used 
because time only allowed for one-half day to be given to che GOALS 
simulation. Furthermore, the group portion of the GOALS activity was 
the major reason for including it in the goals study at Red Deer College. 
The response to the GOALS activity centered on two basic issues: 


general response to the simulation and the method of decision-making 


employed. 
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1. General response to the activity was very positive. 

In many cases the response bordered on enthusiastic. Individuals 
from different groups were pleasantly surprised at both the open reception 
their participation received and at the active participation of other 
members. Support staff and students tended to be most hesitant at 
initial participation but positive feedback and encouragement from the 
members soon reduced the hesitation. No groups experienced any nastiness 
or extremely negative behavior, although some stress and extremely 
strong arguing occurred in one group that contained particularly strong 
individuals. 

2° K good cross-section of individuals indicated that the activity 
had expanded their perceptions of other individual's and group's viewpoints. 

36 Information from each individual's sort of the goal statements 
was handled in a ea hes of ways. 

Some groups collected these data on blackboards and then proceeded 
to deal with progressively larger divergences. Others compared it 
verbally. The basic response, however, was initially to compare, in 
some manner, individual responses to the simulation. 

4. Attempts to reach decisions by consensus were used in all 
groups. 

In some groups the consensus approach was extremely successful; 
in at least one group a consensus approach was forced by one in- 
dividual refusing to simply vote on the priority of the goal state- 


ments. This individual was a student. In most cases a majority vote 
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was used if consensus was extremely difficult to achieve. Voting 
ranged from formal voting to a more informal approach. Where negotiation 
to consensus was seriously attempted the process took the full time 
allotted. One group had to be stopped well beyond the time. Where 
simple majority was emphasized the task was completed well under the 
time. One group finished in about an hour, one to two hours ahead of 
most other groups. Agreement on the decision rule was the most dif- 
ficult issue for a number of groups. 

ay Leadership emerged in all groups, and was quite overt in most 
groups. Very few groups appeared leaderless; however, at least one 
clearly did not have a formal leader, in spite of a suggestion to 


identify a group leader. 
SUMMARY OF THE CHAPTER 


In summary, this chapter has attempted to present an anecdotal 
and chronological description of the activities incorporated in the 
study. In the Initial Contact, Entry and Intervention stages of the 
description emphasis was placed on presenting as accurate a review of 
the major eyents as I could. Limited use was made of my personal ob- 
seryations in these three areas. Where personal observations did 
occur, great care was taken to identify them as personal and to make 


the observations in a very conservative fashion. 
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The final reporting section of the chapter dealing with Response 
to the Study tended toward more generalized themes which I felt emerged 
from the many meetings with groups and individuals. Again care was 
taken to only deal with categories of responses which had emerged 
consistently throughout this wide variety of interactions with people 


in the college. 
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Chapter 6 
RESEARCH FINDINGS - STATISTICAL DATA 


INTRODUCTION 


A considerable amount of data was generated in this study through 
individual responses to the 90 IGI items over three testing periods and 
the subsequent recombination of the responses into twenty "Is" and twenty 
"Should Be" scores for each group. The magnitude of the data reduction 
task became apparent upon examining the various combination of these 
data and the subsequent ways of presenting them. For example, in Tests 
One and Two it was possible to present the "Is" and "Should Be" scores 
on the three tests for a total of eleven groups. Initial attempts were 
made to organize the data in this fashion but the result was overload. 

At the same time, the size of some groups made statistical applications 
questionable. Consequently, for sake of clarity and statistical analysis, 
I decided to focus the reporting of the statistical data on the All 
College scores. This group remained large enough to see: useful 
analysis.for the "Is" and "Should Be" scores across all three tests. 

The specific responses for all groups on each test in Red Deer College 
are included in Table 10 in Appendix E. 

These data are used in this chapter to address the second sub- 
question of the research problem: namely, to determine the impacts of 


participation in a group goal-setting simulation (the GOALS activity) 
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and information feedback on the perception of goals within the college. 
The chapter is organized into four subdivisions. The first subdivision 
presents descriptions of the twenty goal statements and the items used 
from the IGI for recombination into these goal statements. A statement 
of these goals at the beginning of the statistical report was considered 


to be an important reference point. 


The second division provides a summary of the mean responses 
and ranks for each goal statement on each test. The sub-problems of 
participation and information feedback impact on perception of goals 
are examined by describing the shifts in goal rankings from test to 
test. The third subdivision reports the consequences of analysing the 
goal ranks from test to test with the Spearman's coefficient of rank 
correlation. The fourth subdivision of the chapter reports the impact 
of participation through t tests comparing the All College means on 
Tests one and Two, and the impact of information feedback through 
similar comparison of All College means on Tests Two and Three. This 
fourth subdivision also reports analyses of variance for comparisons 
between the "Is" and "Should Be" scores for each test period. These 
analyses were designed to provide information on whether the "Is'"/"Shoulid 


Be" relationships were influenced by the GOALS and information feedback 


activities. 
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GOAL DESCRIPTIONS 


The IGI consisted of 90 items which required "Is" and "Should Be" 
rating on a scale from one to five. Individual responses to these 
items were then recombined to provide mean responses for overall goal 
statements. This subdivision presents a description of these goal 
Statements, and identifies the particular items used to make up the goal 
statements. The number of these items is included in parentheses at 


the end of each goal statement. 


Outcome Goals 
These types of goals were defined by the IGI as substantive 


objectives colleges seek to achieve. 


Academic Development. This goal has to do with acquisition of 
general and specialized knowledge, preparation of students for advanced 


scholarly study, and maintenance of high intellectual standards on the 


campus. ClLyx4,-6, 9) 


Intellectual Cenarion This goal area relates to an attitude 
about learning and intellectual work. Likewise some conception of the 
scholarly, rational, analytical, inquiring mind has perhaps always been 
associated with the academy or university. (2 ec eae) 

Individual Personal Development. This goal area means identification 
by students of personal goals and development of means for achieving them, 


enhancement of sense of self-worth and self-confidence. 338 aes) 
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Humanism/Altruism. This goal area reflects a respect for diverse 
cultures, commitment to working for world peace, consciousness of the 
important moral issues of the time, and concern about the welfare of 
Man generally. (14, 17,°20, 23) 

Cultural/Aesthetic Awareness. This goal area entails a heightened 
appreciation of a variety of art forms, required study in the humanities 
or arts, exposure to forms of non-Western art, and encouragement of 
setive student participation in artistic activities. (15, 18, 21, 24) 

Traditional Religiousness. This goal area is intended to mean a 
religiousness that is orthodox, doctrinal, usually sectarian, and often 
fundamental -- in short, traditional rather than "secular" or "modern". 
eros 19P!2 2, > 25) 

Vocational Preparation. This goal area means offering: specific 
occupational curricula (as in accounting or nursing), programs press to 
emerging career fields, opportunities for retraining or upgrading skills, 
and assistance to students in career planning. (26, 30, 36, 38) 

Advanced Training. This goal area can be most readily understood 
simply as the availability of post-graduate education. CAAT Bai A EMG Et) 

Research. This goal area involves doing contract studies for ex- 
ternal agencies, conducting basic research in the natural and social 
sciences and seeking generally to extend the frontiers of knowledge 
through scientific research. (28, 34, 35, 37). 

Meeting Local Needs. -This goal area is defined as providing for con- 


tinuing education for adults, serving as a cultural center for the 
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community, providing trained manpower for local employers, and facili- 
tating student involvement in community-service activities. (29, 33, 
o0540) 

Pubblicterviee. ) This: goal area means working with governmental 
agencies in social and environmental policy formation, committing 
institutional resources to the solution of major social and environ- 
mental problems, training people from disadvantaged communities, and 
generally being responsive to regional and national priorities in 
mlannine educational programs... (44, 47, 50, 51) 

Social Egalitarianism. This goal area has to do with open ad- 
missions and meaningful education for all admitted, providing educational 
experiences relevant to the evolving interests of minority groups and 
women, and offering remedial work in basic skills. (42, 45, 48, 52) 

Social Criticism/Activism. This goal area means providing criticisms 
of prevailing Canadian values, offering ideas for changing social institu- 
tions judged to be defective, helping students learn how to bring about 
change in Canadian society, and heing engaged, as an institution, in 


working for basic changes in Canadian society. CSRAG G49: 53) 


Process Goals 
These goals were defined by the IGI as having to do with campus 
climate and the educational process. They were viewed as faciliting the 


achievement of Outcome goals. 
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Freedom. This goal area is defined as protecting the right of 
faculty to present controversial ideas in the classroom, not preventing 
students from hearing controversial points of view, placing no restric- 
tions on off-campus political activities by faculty or students, and 
ensuring faculty and students the freedom to choose their own life style. 
ey D7), 00; (63) 

Democratic Governance. This goal area means decentralized decision- 
making arrangements by which students, faculty, administrators, and 
governing board members can all be significantly involved in campus 
governance; opportunity for individuals to participate in all decisions 
affecting them; and governance that eee ae cp responsive to the 
concerns of everyone at the institution. (55, 58, 61, 64) 

Community. This goal is defined as maintaining a climate in which 
there is faculty commitment to the general welfare of the institution, 
open and candid communication, open and amicable airing of differences, 
and mutual trust and respect among students, faculty, and administrators. 
Ugo, 59,. 62,..65) 

Intellectual Aestetic Environment. This goal area means a rich program 
of cultural events, a campus climate that facilitates student free-time 
involvement in intellectual and cultural activities, an environment in 
which students and faculty can easily interact informally and a reputation 


as an intellectually exciting campus. (66, 6959785276) 
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Innovation. This goal area is defined as a climate in which con- 
tinuous innovation is an accepted way of life, it means established pror 
cedures for readily initiating curricular or instructional innovations, 
and, more specifically, it means experimentation with new approaches to 
individualized instruction and to evaluating and grading student per- 
mormance. (67,70, 74, 77) 

Off-Campus Learning. This goal area includes time away from the 
campus in travel, work-study, VISTA work, etc.; study on several campuses 
during undergraduate programs; awarding degrees for supervised study off 
the campus; awarding degrees entirely on the basis of performance on 
eneexamination, | (68, 72, 75, 78) 

Accountability/Efficiency. This goal area is defined to include 
use of cost criteria in deciding among program alternatives, concern for 
program efficiency, accountability to funding courses for program ef- 
fectiveness, and regular submission of evidence that the institution 


is achieving stated goals. (/9,.81, 83, 87) 


The following goal items were not included in any of the goal state- 


memes: 12, 71, 805.82,184,°35, 86, 88, 39 and. 90. 
DESCRIPTION OF THE RESPONSE 


With the above definitions of the goal statements presented as 
background, the mean responses and ranks of the "Ts" and "Should Be" 
goals can be presented for the three test periods. These data are 


summarized in Table 2. 
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It is not the purpose of this section to present Table 2 again 
in a narrative format. Instead the section will focus the description 
of the ranks on trends or patterns that yield insight into the sub- 
problem: the impact of the GOALS process and information feedback on 
perception of goals. Consequently, this section will be organized 
around the descriptive trends associated with these problems. Comment 
on trends for individual goals or groups of goals will be made only in 
the context of these problems. 

In order to permit reference to levels of rank in this section the 


ranking of goals was categorized as follows: 


Ranks 1 to 4 very high rank 
Decons high rank 
Pps ofa moderately important rank 
Bs BC fo ined) low rank 
L/ to 20 very low rank 


Impact of the Group Goal-Setting Activity 
In discussion of the ranks related to the impact of the GOALS 


activity the reference point was comparison between Tests Qne and Two. 


"Ts" Responses. Examination of the "Is'' responses between the two 
tests indicated that the group activity had slight impact on those goals 
ranked moderately important or lower. Only one goal statement, Vocational 


Preparation, changed rank from yery high to high in importance. Democratic 
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Governance moved from the highly ranked category to the very highly 
ranked category after the GOALS roa The largest impact of the 
group process was on a very limited number of goals already ranked as 
important. These goals oes not moved from their high levels of 
importance among the twenty goals. There was some shifting of ranks 
but none of these shifts were to dramatically higher or lower levels. 
There was more shifting in the highly ranked goals: Vocational Pre- 
paration, Community, Accountability/Efficiency, Academic Development, 
Democratic Governance and Freedom, after the GOALS process, ‘abort 
continued as the top six goals. The group activity did not change 
Perceptions of spac eauce. but created some changed perceptions about 
degrees of importance. 

It was interesting to notice that following the GOALS activity 
more "Is" Process goals (3 out of 4) were ranked in the top four than 
was the case before the group goal-setting activity (2 out of 4). How- 
ever, within the top eight goals there was still an even split between — 
Process and Outcome goals. In yiew of the fact that there were seven 
Process goals and thirteen Outcome goals the persistent ranking of five 
Process goals in the top ten suggested that the group activity operated 


to confirm a perceived high priority for process actiyities in the college. 


"Should Be" Responses. Following the GOALS activity there was 
more shifting of ranks in the perceptions of what "Should Be" the emphasis 


in the college. Again, however, this shifting had almost no impact on 
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the low-ranked goals. The GOALS activity worked to change perceptions 
that Innovation and Academic Development should be more important. Con- 
versely, Meeting Local Needs age cedon both initially perceived as 
requiring a higher priority in the future, were ranked as requiring 
only moderate future priority after the GOALS activity. 

The same four goals, Community, Intellectual Orientation, Demo- 
cratic Governance and Vocational Preparation were perceived as demanding 
higher future priority both before and after the GOALS process. While 
shifting did occur within the top-ranked goals after the GOALS activity, 
Community remained highest in future priority. 

Process goals were still dominant in the top ten goals following 
the group GOALS activity. The Accountability/Efficiency goal, perceived 
as being consistently dominant in the present environment, was ranked as 
a moderately preferred priority for the future. This downward ranking of 
Accountability/Efficiency as a future priority was so strong it occurred 
at every testing period. Neither the group process nor the information 


feedback modified this perception. 


Comparison of the "Is'"/"Should Be!' Responses. Relationships between 


the size of the "Is" and "Should Be" means was consistent between Tests 
One and Two. In both tests the "Should Be"’ means for each goal were 
always ranked higher than the "Is" means. While this increase between 
"Ts" and "Should Be" perceptions was consistent from Test One to Test 


Two, the group activity did have an interesting impact. Taking a totai 
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og 
of the means for the "Is" and "Should Be" responses resulted in a 
Test One "Is" total of 52.55 and a "Should Be" total of 68.98. The 
"Ts'"/"Should Be" difference was 16.43. Similar totals for Test Two 
produced an "Is" total of 51.30, a "Should Be" total of 64.96 and a 
difference of 13.66. 

While it was not part of the instructions for the IGI, it was pos- 
sible to suggest these totals could be viewed as a representation of 
the way participants viewed the allocation of resources when they re- 
sponded to the IGI. If so, then the reductions in the size of the 
Pic’ and "Should Be™ totals a@nd“the sizeof the “Is''/'Should! Be" 
difference introduced the possibility that the group GOALS activity did 
have some impact on how individuals fit their demands into some overall 
concept of limited resources. These observations are noted as insights 
prompted by a descriptive review of the mean responses to the IGI. 

The difference between "Is" and "Should Be" perceptions on Test 
One resulted in some dramatic shifts for certain goals. This was the 
case for Accountability/Efficiency and Academic Development which were 
perceived as being much lower future priorities, and, conversely, 
Individual Personal Development and Intellectual Orientation which were 
perceived as being much higher future priorities. Aside from these 
dramatic shifts, the changes in the "Is"/"Should Be" relationships in- 


dicated that changes between present and future were questions of degrees 
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of importance and were not dramatic changes from high to moderate or low 
Meet ance There tuts some perceived differences between present and 
future priorities for moderate, low and very low ranked goals on Test 
One but the shifting was within those categories. What was perceived 
as presently being low was perceived as continuing low. 

Following the group GOALS activity in Test Two, there were still 
some dramatic shifts in perception of present versus future priority 
for very high and highly ranked goals. Accountability/Efficiency and 
Academic Development were again lower with Accountability/Efficiency 
at the same future priority as on Test One. While Academic Development 
was still perceived as a lower future priority it was not as low as on 
Test One. Freedom, however, dropped more as a future priority following 
the group activity. Individual Personal Development and Intellectual 
Orientation were still perceived as substantially higher future priorities, 
but Innovation was perceived as a higher future priority after the group 
activity than had been so previously. 

Basically the group activity reaffirmed the changed future priorities 
identified on Test Pen but identified Freedom for less future emphasis 
and Innovation for more. 

This shift suggested that the GOALS activity established a perception 
that Freedom was not necessarily perceived as a prerequisite for innovation 
to occur. This was substantiated by the fact that, previous to the GOALS 


activity, Freedom was consistently viewed as being more important than 
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Innovation in perceptions of the present and future environments. Fol- 
lowing the GOALS activity, Freedom es still perceived to exist as a 
more important present goal than was Innovation, but Innovation was per- 
ceived as a higher future priority than Freedom. The suggestion was 
that other conditions such as community, democratic governance, and an 
intellectual aesthetic environment and not freedom were high priority 
processes required for innovation. This same perception held after the 
information feedback. 

While differences between "Is" and "Should Be" ranks still existed 
after the group process, there was a closer match than on Test One. The 
most difference still existed on the very high and highly ranked goals. 
On the low and very low-ranked goals there were much closer matches be- 


tween perceptions of present and future priorities. 


Impact of the Information Feedback 
In examining the means and ranks related to the impact of the in- 
formation feedback the reference point was comparison between Tests 


Two and Three. 


"Ts" Responses. The information feedback did have the impact of 
moying the Vocational Preparation "Is" goal from high rank to highest 
rank. This change was made possible by displacing the Democratic 
Governance goal back to a high rank. The other goals in the yery high 
category were not changed. It was important to notice, however, that 


these were still the same six goal statements as in Test Two. 
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Consequently, the information feedback acted to create little impact 
on perceptions about high yersus low levels of present importance. 
Nevertheless, there was considerable shifting among very high, and 
highly ranked goals. This shifting was back towards the priorities 
perceived before the group activity. While there was really no 
change in perceptions from Test Two to Three about which goals ranked 
high in present priority, there was a tendency for perceptions of 
present priorities on the very highly ranked goals of Test Three to 
return toward the rankings of Test One. This would suggest that 
either the information on cost allocations worked to disconfirm in- 
dividuals' perceptions of present priorities which had been changed by 
the group activity or that the effect of the group activity "wore off" 
over time. 

The information feedback had some impact on goals perceived as pre- 
sently being of moderate priority. The perception on the Freedom goal 
changed to.moderately important from high importance after the in- 
formation feedback. Both Innovation and Individual Personal Deyelopment 
shifted after the information phase. The former moyed slightly down to 
low importance and the latter moyed slightly up to high importance. The 
goals perceived as being low or very low in present priority were Vile 
tually unchanged from Test Two ranks. This was again consistent with the 
impact of the GOALS activity which had little impact to change perceptions 


of present priority on low-ranked goals. 
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Following the information feedback two out of four Process goals 
remained in the very high rank. This was a return to the same level 
as Test One. The same five Process goals, however, continued to rank 


in the top ten goals. 


"Should Be" Responses. After the information feedback there were 
shifts in perceived future priority among three highly rated goals. 

The very highly ranked goal Intellectual Orientation dropped in priority. 
Individual/Personal Development and Academic Development both perceived 

as high in priority were also perceived differently after the information 
feedback. The former rose to a very high nee and the latter dropped 
to a moderately ranked future priority. Meeting Local Needs, a moderately 
ranked goal, rose to a high priority and Social Criticism/Activism, per- 
weaved asa yery.low future priority, rose to low future priority after 
the information feedback. The most shifting in perceived future priorities 
was within the yery high or highly perceived categories. Those goals 
perceived as low or very low future priorities remained much the same 
after the information feedback. Social Criticism/Activism was the 
exception. 

The general movement among the very high and highly ranked future 
goals was back in the direction of priorities perceived on Test One, 
before either the GOALS activity or the information feedback. Innovation 
was an exception to this general direction of movement. Rather a 


falling back to the perceived future priority of Test One, the Innovation 
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goal continued to be ranked higher following the information feedback. 
The Accountability/Efficiency goal continued to remain at the same 


level of future priority established after the GOALS activity. 


Comparison of the "Is"/"Should Be" Responses. The same relation- 
ship between the "Is" and "Should Be" perceptions for Tests One and 
Two continued for Tests Two and Three. The "Should Be" means were con- 
sistently higher than the "Is" means. Comparison of the totals for the 
"Is" and "Should Be" responses indicated a return to pre-Test one levels. 
The Test Two ''Is" total equalled 51.30, the "Should Be" total was 64.96 
and the resulting difference was 13.66. Similar calculations for Test 
Three produced an "Is" total of 53.88, a "Should Be" total of 69.90 and 
a difference of 16.02. All of these figures for Test Three exceeded the 
same figures for Test One. 

The most dramatic shifts between the "Is" and "Should Be" perceptions 
on Test Three again continued to exist with the very high and highly 
ranked goals. With the exception of Freedom, these shifts were more 
extreme than on Test Two following the group activity and the pattern of 
shifting between present and future priorities was very similar to the 
pattern on Test One. However, there was a tendency for dramatic shifts 
to also be associated with moderately ranked goals. While shifting 
between the "Is" and "Should Be" preferences on the low and yery low 


ranked goals was not dramatic on Test Three, there tended to be more 
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activity than had occurred in Test Two following the group activity. 
The move towards more congruence between "Is" and "Should Be" perceptions 
after the group activity on Test Two did not remain after the information 


feedback. 
RANK CORRELATIONS 


One final analysis should be discussed before leaving an examination 
of the rankings between the goal statements throughout the study. The 
yearman's coefficient of rank correlation was calculated between the 
"Is" scores on Tests One and Two (Impact of the GOALS process) and Tests 
Two and Three (impact of information). Similar tests were conducted on 
the "Should Be" scores. These values are reported in Table 3. Spearman's 
rho was also calculated between the "Is" and "Should Be" Beares for each 


test and these values are reported in Table 4. 
Table 3 


Spearman's Rho for Comparison of "Ts" Goal Ranks 
Between Tests and Comparison of "Should Be" Goal Ranks Between Tests 


Test 1 cf Test*2 Peatu 2 ict trest 3 
Impact of Group Process Impact of Information 
Feedback 
rho | rho 
Is 05976 0.962 
Should Be 0.9/0. . 0.964 
N 20 20 


Critical value of ‘rho = 0.534,.sienificant:at the 0.01 Level 
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The implications of these rho yalues was not exactly clear. All 
of the comparisons represented in Table 3 were statistically signi- 
ficant positive correlations at the 0.01 level. It was certainly 
clear that the "Is" perceptions between Tests One and Two were re~ 
lated in a highly positive fashion. The same was true for all other 
comparisons of rank. None of the comparisons suggested independent 
or negative relationships. 

The problem then was to determine what these highly positive 
relationships meant in terms of the group process and information 
feedback issues. Firstly, it was evident that there was a high degree 
of agreement about relative goal priorities within the college. This 
applied to perception of present and future nalontrees After the’ 
GOALS process there appeared to be a slightly higher positive relation- 
ship on perceptions of what "Is" as opposed to what "Should Be" future 
priorities. The difference was slight. The GOALS process did not 
produce a negative relationship. The nature of the statistics only 
allowed the observation that a very high positive relationship existed 
between the perception of goal ranks before and after the group 
process. 

A similarly high positive correlation existed following the 
information feedback, although it was slightly less positive than the 
relationship following the GOALS process. The positive correlation for 


the "Is" comparison was very similar to the correlation for the "Should 
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Be" comparison. 

Table 4 reports the rho values produced when the "Is" and "Should 
Be" ranks were compared on each test. As would be expected from the 
obvious relationship between these points of view, the correlations 
were not as strong. Nevertheless, the correlations on each test were 
very positive. 

Changes from Test One to Two indicated some impact by the group 


process. While continuing to show positive "Is"/"Should Be" correlations, 


Table 4 


Spearman's Rho for Comparison Between the "Is" 
and "Should Be" Goal Ranks for Each Test 


Test 1 Test 2 Test 3 
Is cf 
Should Be 0.867 Q.859 0.832 
N 20 20 20 


Critical value of rho = 0.534, significant at the 0.Q1.leyel. 


there was a slight decline on the Test Two statistic. This indicated 


that the group process acted to slightly increase the difference in 
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perception of ranks between present and future priorities. A similar, 
but slightly stronger trend, emerged after the information feedback. 

In summary, while the "Is" and "Should Be" ranks were positively 
correlated for each test, the effect of the intervention activities 
was to reduce the positive correlation between ranks assigned to 
present as opposed to future priorities. To complete the description, 
however, it must be noted that Table 3 indicated higher positive cor- 
relations between comparison of "Is" perceptions after all intervention 
activities. This was also the case for comparison of "Should Be" 
perceptions. Those observations indicated that the intervention re- 
duced the positive relationship between '"Is'' and "Should Be" perceptions 
but resulted in a higher positive correlations between the perceptions 
of present priorities compared after the intervention activities. This 
was also so for positive correlations between perceived future priorities 
after the intervention activities; although the group process appeared 
to result in slightly stronger positive correlations than did the in- 


formation feedback. 


DIFFERENCES OF MEANS 


The preceeding section dealt with the impact of the group activity 
and information feedback on the shifting patterns of goal ranks from 
test to test. This end was achieved through description of these 


shifting ranks and application of Spearman's rho for correlation of 


t | Je ha ei i) : 7 ‘oan Vi wo be 
eat Ay ig ‘ue ae >] ie 
Te Al vf oh . } 
cw af | 
7 i] i 
t i : 
\; My oh 4, @ , : > . 
Py Oba: eal 
¥ { \ i 
és he kien PI 
; Ce sek Site Atxte (| Lee is 
; | . é : sf 43 ah A . se t 
aphheta 4 onto nd ya ne 


riy.s 
ye 


sho neh ET nie von ion e 
Pi tal i cent ue Dat ss Net 


a 


ng. ev¥9 the noe ar nis ir dette. or 
Laud peak win geste sialic 


dn beg yew aa ee alte “ne. mikes aia a iaties antiga 
. 4 
: iano ve VERY paler? a bay 3 ale? Hk e wltet: peer sii a 


‘ y re ~ 
eee at Bie oe a Soe a ae coh inirin | ‘ 


Ne-< 
Pe ee oe mee i ic anes ‘oat bawpaitil) 
(ay 
4 
rh) «hentia hee sae Hjeeronde vende" 


ky aver Ty i ie aay a) jineisiod aridsicsaaant 


+ Poet Teh Se : om is “Seay ae “i - D5 ny ty bors akenaa ti ; 


é os no 
#95 rast HA lao yey ee dati we dk aang: eatin 


¢ 
peat he 


Seite? 


iy aty pitas isk. peared if ty Mt, allm’ iiasitha Un * wees bee dae: wort . 


~gt GON $B Sie an te ete dete veoh hates 

| eee ed S . ae i. 

sabe ide. 2 aes ot ia 

; A ty 4) Oe 
: Aat SEHR Tue i oe . 

1 tae ia 
gt eh aR ae ee em oe 
Theta eo, Se SR tM aot peereey sib ‘en as 


aney. Ware. age 20 ar tae My pe ee Pil aD porn 7 ee 


Io apres. 7 
Bi ial Ti- 5 as . 


149 


ranks. The present division examines the impact of the group pro- 

cess and information feedback on perception oi goals by applying the 
t test to examine ie differences of means on the twenty goal state- 
ments. This subdivision is broken down so that it deals with impact 


of the group process, and the information feedback. 


impact of the Group Goal~Setting Activity 

The basis for examining this impact was a t test comparing means 
on the "Is" responses to the goal statements between Tests One and Two 
and a similar analysis of means on the "Should Be" responses between 
Tests One and Two. 

T tests were also conducted on the "Is" and "Should Be" comparison 
of means for each goal statement in Test One. The same comparison 
was made between the "Is" and "Should Be" scores on Test Two. It was 
then possible to determine which goal statements in Test One had 
Statistically significant "Is"/"Should Be" differences. Similar in- 
formation resulted for Test Two. Identification of the number and 
kind of goal statements that emerged as significant in Test One and 
then in Test Two would indicate whether the GOALS activity had in- 


fluenced perceptions of the "Is" and "Should Be" gap. 


"Ts" Responses. The probabilities of t for the correlated samples 
between Tests One and Two are reported in Table 5. Statistically 
significant ratios occurred on three Outcome goals and on three Process 


goals following the group goal-setting process. The Outcome goals were 
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Table 5 
Probabilities of t on Correlated Samples for Differences Between 


Means When Comparing the "Is" Scores of Test One 
with Two for Impact of the GOALS Activity 


OUTCOME GOALS Test loch 2 
Impact of the GOALS Activity 


Academic Development 0.008% 
Intellectual Orientation 0.001* 


Individual/Personal 


Development 0.188 
Humanism/Altruism 0.780 
Cultural/Aesthetic 

Awareness 0.134 
Traditional Religiousness 0.188 
Vocational Preparation 0.047% 
Advanced Training 0.782 
Research 02070 
Meeting Local Needs | Osc26 
Public Seryice — 0.600. . 
social Egalitarianism 0.700 


Social Criticism/ 
Activism 0.432 
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Table 5 (continued) 


PROCESS GOALS Lest 1 @f eZ 
Impact of the GOALS Activity 


a rt ee, 


Freedom 0.835 
Democratic Governance 0.048% 
Community 0.0185 


Intellectual/Aesthetic 


Environment OL0y, 
Innovation 0.003% 
Off-Campus Learning 021350 
Accountability/ 

Efficiency 0.029 


* Sienificant at least at the 0.05 level. 
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P52 
Academic Development, Intellectual Orientation and Vocational Pre- 
paration, and the Process goals were Democratic Governance, Community 
and Innovation. Thus, the group GOALS activity resulted in statistically 
significant increases in agreement on the importance of these six goal 
statements as reflected in the mean responses. Academic Development, 
Intellectual Orientation and Innovation had statistically significant 
differences at the 0.01 level. As Table 2 indicates all six of these 
"Is" goal statements were ranked in the top half of the twenty goals. 
With the exception of the Innovation goal, the remaining five were 
rated as high or very high in perception of present priorities. The 
group goal-setting activity did not yield any statistically significant 


differences for goals rated in the lower half of the twenty goals. 


"Should Be" Responses. The probabilities of t for correlated 
samples are reported in Table 6. Statistically significant differences 
at least at the 0.05 level occurred on the "Should Be" perceptions for 
three Outcome goals. Those goals were Academic Development, Traditional 
Religiousness and Advanced Training. No statistically significant 
differences occurred on the Process goals. Table 2 will verify that 
these "Should Be" goal statements with the exception of Academic 


Development, were ranked in the low or very low category. 
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Table 6 
Probabilities of t on Correlated Samples for Differences Between 


Means When Comparing the "Should Be" Scores of Test 
One with Two for Impact of the GOALS Activity 


OUTCOME GOALS Testa oct. 32 
Impact of the GOALS Activity 


Academic Development 0.032% 
Intellectual Orientation OnE] 


Individual/Personal 


Development 0.102 
Humenism/Altruism ; 0.400 
Cultural/Aesthetic 

Awareness Ge 517 
Traditional Religiousness 0.032% 
Vocational Preparation 0.473 
Advanced Training 0.047% 
Research 0.446 
Meeting Local Needs 0.087 
raublic Service 0.435 
Social Egalitarianism 0.806 


Social Criticism/ 
Activism 0.369 
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Table 6 (continued) 


PROCESS GOALS Destmle Gi eZ 
Impact of the GOALS Activity 


Freedom 0.644 
Democratic Governance 0.076 
Community OU. 393 
Intellectual/Aesthetic 

Environment Ono 
Innovation 0.075 
Off-Campus Learning 0.453 
Accountability/ 

Efficiency Uo sly gs 


* Significant at least at the 0.05 level. 
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Comparison of 'Is'"/"Should Be" Responses. The probability ratios 
resulting from comparison of the "Is" and "Should ia" means for each 
test are reported in Table 7. Statistically significant differences 
occurred on five Outcome goals and four Process goals for Test One. 
Following the group goal-setting activity, there were only two statis- 
tically significant "Is"/"Should Be" differences on the Outcome goals 
and two differences on the Process goals. 

It is important to recognize that these statistically significant 
differences refer to the gap perceived to exist between present and 
future priorities at Test One prior to any intervention activities. 
Similarly, the ae eye significant differences of Test Two in- 
dicates differences in perception between the present and future 
priorities after the GOALS activity. In themselves the statistically 
significant ratios resulting from "Is"/"Should Be" comparisons on each 
test did not relate to the impact of the group process. The impact of 
the group process was only possible to infer by painting out that nine 
such differences occurred on Test Qne and that four existed on Test 
Two, after the group process. Three of these remaining differences on 
Test Two remained from Test One. The specific goals were Traditional 
Religiousness, Democratic Governance and Community. Vocational Pre- 
paration which did not have a statistically significant "Is"/"Should 
Be" difference on Test One did have a statistically significant dif- 


ference following Test Two. 
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Probabilities of t on Correlated Samples for Differences Between 
Means When Comparing the "Is" and "Should Be" 
Scores in Each Test 


OUTCOME GOALS 


ee Ne 


Academic Development 


Intellectual 
Orientation 


Individual/Personal 
Development 


Humanism/Altruism 


Cultural/Aesthetic 
Awareness 


Traditional 
Religiousness 


Vocational Preparation 
Advanced Training 
Research 

Meeting Local Needs 
Public Service 

Social Egalitarianism 


Social Criticism/ _ 
Activism 


0.683 


0.082 


0.022% 


0.000% 
0.262 
Q.000%* 
0-011" 
0.491 
0.862 


Q.580 


0.006% 


0.022% 


0.010% 


On 2e4 


0.033% 
0.205 

Q.008* 
0.034% 


0.526 
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0.474 


0.050% 
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Table 7 (continued) 


PROCESS GOALS Test 1 Test 2 Test 3 
Freedom | 0.626 0.780 0.035% 
Democratic Governance 0.025% 0.Q12* 0.060 
Community 0.000% 0.000% 0.012% 
Intellectual/Aesthetic 

Environment 0.866 0.207 0.474 
Innovation Q.320 0.210 O76. 
Off-Campus Learning 0.012% OPZoL 0.019% 
Accountability/ 

Efficiency 0.014% OFL0 0.474 


* Significant at least at the 0.05 level 
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Impact of the Information Feedback 


Examination of the information feedback involved a t test comparing 
the means of the "Is" responses between Tests Two and Three and a 
similar analysis of the "Should Be" responses. T test analyses were 
also conducted on the "Is"/"Should Be" comparison for each goal 
statement in Test Two and Test Three. The patterns of statistically 
significant "Is"/"Should Be" gaps were then described to give evidence 


for the impact of the information feedback. 


''Is'' Responses. The probability ratios for the "Is" responses 
Between Tests Two and Three are reported in Table 8. The Welch t 
adjustment was unnecessary in all cases. There were no statistically 


Significant differences on any of the twenty goal statements. 


"Should Be" Responses. The probability ratios for the comparison 
of the "Should Be'' responses between Tests Two and Three are reported 
in Table 9. It was unnecessary to apply the Welch adjustment in any 
instance. Only the Indiyidual/Personal Development goal showed a 


statistically significant difference at the 0.05 level. 
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Table 8 


Probability Ratios of t for Differences between 
Means on Independent Samples When Comparing 
"Is" Scores of Test Two and Three for 
Impact of Information Feedback 


OUTCOME GOALS PROCESS GOALS 


[er 
|ct 


Academic 

Development 0.472 Freedom OL 189 
Intellectual Democratic 

Orientation 0.367 Governance O7165 


Individual /Personal 


Development | 05333 Community O2 2355 
Humanism/Altruism 02238 Intellectual/ 
Aesthetic 
Environment 0.219 
Cultural/Aesthetic 
Awareness 0.341 Innovation 0.218 
Traditional Off-Campus 
Religiousness 0,276 Learning 0.434 
Vocational Accountability/ 
Preparation 0.238 Efficiency 0.475 
Advanced Training 0.487 
Research 0.432 
Meeting Local Needs Oea2e: * Significant at the 0.05. level 
Public Seryice 0.479 
Social 
Egalitarianism 0.470 


Social Criticism/  . 
Activism 0.355 


Table 9 
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Probability. Ratios of jsuee Differences 

between Means on Independent samples When 

Comparing "Should Be" Scores of Test Two 
and Three for Impact of Information Feedback 


OUTCOME GOALS 


Academic 
Development 


Intellectual 
Orientation 


Individual/Personal 
Development 


Humanism/Altruism 


Cultural/Aesthetic 
Awareness 


Traditional 
Religiousness 


Vocational 
Preparation 


Advanced Training 
Research 

Meeting Local Needs 
Public Seryice 


Social 
Fgalitarianism 


Social Criticism/ 
Activism 


[or 


0.258 
0.483 


0.023* 


0.1/2 


0.3/2 
0.394 


0.149 
0.388 
0.322 
Or 3o2 


Oaes a 


0.351 


0.242: 


PROCESS GOALS 


L 

Freedom 0.393 
Democratic 

Governance 0.188 
Community 052382 
Intellectuai/ 

Aesthetic 

Environment Gabo 
Innovation 0.410 
Off-Campus 

Learning 0.078 
Accountability/ 

Efficiency 0.455 


* Significant at the 0.05 level 
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Compar son of the "Is"/"Should Be" Responses. The probability 
ratios resulting from comparison BF the "Is" and "Should Be" means for 
Tests Two and Three are. reported in Table 7. In Test Two there were 
two Output goals that were statistically significant at the 0.05 level. 
These were Traditional Religiousness and Vocational Preparation goals. 

As well, there were two. Process goals statistically significant at the 
0.05 level. They were Democratic Governance and Community. 

In Test Three after the information feedback a total of nine goal 
statements had statistically significant ratios. Two of these nine had 
been statistically significant on Test Two; they were Traditional Re- 
ligiousness and Community. The other six, Humanism/Altruism, Individual/ 
Personal Development, Advanced Training, Research, Social Criticism/ 
Activism, Freedom and Off-Campus Learning had not been statistically 
significant. Of these nine statistically significant comparisons, six 
had also shown statistically significant comparisons on Test One. 

The increased numbers of goals with statistically significant comparisons, 
would indicate that the information feedback did impact to change levels 


of argeement on the relationship between "Is" and "Should Be" perceptions. 


ae” 


wy aie De a TA) 
: oy if eh) Ta eee eee Pe 

7 im i ay a 

: 7 Pe i va) A o as 

Tha yey AP Ay Ia VE 

ne { i 
¥ i i ae? 
u re on i 
is be be v 4 
ag ’ Arti) } : 


pad ee IMs wed 


ee! sun mi 


oe A 


aa ie 


*4) ; nt . bs 
bu ar j , 
ew nl aner sit at” ‘ y NS ne ae 
aiene a 
, Te ees ioe Get eilantgehonsn ie eae neh _ itd 
vigil oo 
Pt ee La cn Wh iW nen songs ht 7 . aivdal = 
J #y _ sla ty 220) sig bi Br hg LY aoaaneet a ; } Ween ’ a . 
, be am 
ee heats) Tiiadi sin ace sci Want os cle 
ons : 4 ‘ye 
Pied nie yO ‘ 1 eat 3 
} ‘ome Soke He chee id: siti vie a i ot “ee | 
sis oy oul iy sania jurist iB Ligh jrinsioaiaase’# 
7] weer am . an Wie 
* oi elie walt ht out ee noon drtogts citgaits 
i ee Vy Ms Y ; 
| | LA pres A vite 346830 wat | “ese en 
» fei? } Pa ge ee ee ° My % 
—_ . ; ghee laf hi ye Ay f hi 7 Ole bd eas Se! 
: £? st 4 | ee h item : waged tye beat iat 
a ¢ ’ 7 ry i us amt Ne r "3 
Ly s a : we 
Sy | thes.) Ch ee esa “ea iain 6 = be 
bur BLP TP) wet re. Pog es i Mee 2, 
‘ ~*~ ° q ite 
ie “<i ie ie Bg fe i nest an ill nr af direbleets 


er: makd hia hive api ai ou, 1 sii . 


: mn or 


4, > 7 Tn h KAR.) Pil i¢ 
Lye + oF t ‘3 it ] “a yy t ‘ iNet Jap aif ny ro : % 
- sh ‘¢ : 
: = a» 4 ‘a i? yo i) py ® 
. a ee _* ; ‘ & a aks a r hh ne na pie ey as ad wl 
wi. domes es 2088 aus ve neues bs 
¥ i; 4 . 7 y iY ve = Ns i, a : 
re, ee ee ~ hee alana ions Fon Poagud a 
+ Pye ET: 4 @i ae , Ps i 


CHAPTER 7 


SUMMARY AND CONCLUSIONS 


INTRODUCTION 


The purpose of this study was to examine an OD intervention on 
goal-setting in Red Deer College. The impact of participation in goal- 
setting and information feedback on perceptions of goals was examined, 
as were changes in the intervention process. Data came from responses 
to the IGI and from my observations based on participation in the inter- 
vention. 

Efforts in this chapter to generalize about interventions and goal- 
setting, however, must be considered in relation to the fact that the 
study took place in a single college. Also the colleze had come through 
a period of serious conflict, painful diagnosis and solutions which re- 
sulted in significant personnel and structural changes. With a new 
administration much testing and sorting of individuals and roles was 
taking place during the time of this study. Processes fcr establishing 
coalitions and making fiscal/policy side-payments were being re-established. 
These efforts to normalize college life also resulted in the need to 
modify the intervention process. These considerations provide a context 


for assessing the material in this chapter. 
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SUMMARY OF THE INTERVENTION PROCESS 


The description of the intervention reported earlier in Chapter Five 
concluded with an attempt to present some of my impressions which had 
been validated through repeated observations and through cross-checking 
with individuals' responses to the study. 

Hg During the early activities there were many questions raised 
regarding the purpose of the intervention and my intentions. While 
some of these concerns Paved to feelings of suspicion and anxiety, 
the majority were more pragmatic in nature, expressing firm opinions 
that the intervention should produce something useful. Many of these 
concerns were dissipated during the GOALS activity. 

is The intervention with its phases and long time span was perceived 
as complex. This complexity resulted in confusion on the part of parti- 
cipants and a greater effort on my part to clarify the intervention 
activities. 

3. A consistent response to the intervention was to negotiate various 
aspects of the procedure. These negotiating thrusts seldom dealt with 
efforts to substantially modify the design of the intervention. Instead 
they often dealt with operational aspects in an effort to make individuals' 
perceptions of the study more accurate and to ensure that the intervention 
fit well into the ongoing activities of the College. Most notable changes 


in the former category dealt with issues of communication, while changes 
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in the latter area dealt with efforts to telescope the time requirements 
| of the intervention. 

4. some response to the intervention was neutral. Preetiewia won 
on the questionnaire response was high, except for the last administration 
of the IGI. Many individuals simply accepted the intervention as a 
part of College life and were neither threatened nor suspicious. 

ae Once the GOALS activity was understood and participation 
had occurred, the response to the intervention was very positive. The 
GOALS activity was a learning experience for many people both in terms 
of experiencing acceptance by individuals unknown to themselves and in 
terms of having a broadened understanding and appreciation of differing 
points of view. 

6. Attempts at reaching decisions by consensus were tried by all 
groups. A minimum number of groups did, however, resort to early use 
of fei on by simple majority. The problem of establishing a decision 
rule was often as difficult as dealing with the most contentious goal 
statements. 

7. The majority of GOALS groups did establish some form of 


obvious leadership, although a few appeared to have no single individual 


directing the activity. 
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SUMMARY IMPACT OF PARTICIPATION AND INFORMATION 


Attempts to summarize the data from this portion of the intervention 
represented a much more complex problem than the information just pre- 
sented. Data for these summaries are drawn from the descriptive in- 
formation on ranks and from the statistical analyses of Chapter 6. Un- 
like Chapter 6 where the emphasis was on identifying trends, this section 
will identify the trends concisely and, where necessary, provide inter- 


pretive comment. 


Impact of the Group Goal-Setting Activity 

The impact of the GOALS activity was examined by descriptive and 
statistical analyses of the mean scores and ranks for the "Is" and "Should 
Be" perceptions between Tests One and Two and the "Is"/"'Should Be" re- 
lationships on Test One and Test Two. The following points represent a 


summary of these analyses. 


"Ts" Responses. Examination of ranks after the GOALS activity showed 
that there was very little change in goals perceived to be of low or very 
low rank. The majority of shifting between ranks occurred on goals al- 
ready ranked as important. Specifically the majority of rank shifting 
occurred among the top six goals, Academic Development, Accountability/ 
Efficiency, Community, Democratic Governance, Freedom and Vocational 
Preparation. While shifting between the ranking of these goals did occur 


after the GOALS activity, none of them disappeared from the top six goals. 
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Process goals dominated the top ten goals both before and after the 
group GOALS activity, leading to the observation that the group activity 
confirmed the importance of process activities in individuals' perceptions 
of present priorities in the college. The particular Process goals were 
Community, Accountability/Efficiency, Democratic Governance, Freedom and 
Intellectual/Aesthetic Environment. 

Comparison of the "Is" scores between Tests One and Two indicated 
that statistically significant differences occurred on six goal statements: 
three Output goals: Academic Development, Intellectual Orientation and 
Vocational Preparation; and three Process goals: Democratic Governance, 
Community and Innovation. Except for Innovation, all of them were ranked 
in the top eight goals. This suggested that the group process acted to 
produce a significant amount of variety in the way individuals perceived 
these goals to exist in the college. They were all perceived as high 
priority activities in the present college environment, but within that 
perception of importance reflected by the mean response and subsequent 
ranks, there was a statistically significant difference on the variation 


of responses after the group GOALS activity. 


"Should Be" Aecaeter After the group GOALS actiyity there was no 
shifting in the ranks of goals perceived to have a low future priority in 
the college. As with the "Is" responses the majority of rank shifting 
took place with those goals perceived as high future priorities. Never- 


theless, while shifting among ranks did occur for highly ranked goals 
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after the group GOALS activity, it did not result in widespread shifts of 
goals into substantially different leveis of importance. The top four 
goals, Community, Democratic Governance, Intellectual Orientation and 
Vocational Preparation were in a slightly different order after the 
GOALS activity, but they were still perceived as the top four future 
priorities. Meeting Local Needs and Freedom were displaced out of the 
top eight goals by Academic Development and Innovation after the GOALS 
activity. Largely, however, the same group of goals perceived as high 
future priorities remained after the GOALS activity. Their specific 
goal ranks had altered slightly in some cases. 

Process goals, in particular Community, Democratic Governance, 
‘Intellectual/Aesthetic Environment and Freedom, dominated the top eight 
goals. After the GOALS activity, however, Freedom had dropped slightly in 
priority to be replaced by Innovation as the fourth Process goal. 

Comparison of the "Should Be" responses between Tests One and Two 
indicated that statistically significant differences between means 
occurred on three Output Goals: Academic Development, Traditional 
Religiousness and Advanced Training. No statistically significant 
differences between means occurred with the Process Goals. 

Academic Deyelopment decreased two ranks after the GOALS activity 
but remained as an important priority. Advanced Training rose only one 
rank after the GOALS activity but primarily remained a goal of low future 


priority. Traditional Religiousness consistently ranked as the lowest 
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future priority throughout the whole intervention. The incidence of 
statistical significance suggested that the GOALS activity changed per- 
ceptions of importance on these goals. However, their positions re- 
lative to other goals remained basically the same, thus suggesting a 
statistically significant difference between means as a result of the 


GOALS activity. 


Comparison of the "Is"/"Should Be" Responses. Four noticeable 
shifts in priority between present and future priorities occurred on 
Test One prior to the GOALS activity. They were the Accountability/ 
Efficiency, Academic Development, Individual/Personal Development and 
Intellectual Orientation goals. The first two dropped substantially in 
priority and the last two rose substantially. Changes between present 
and future priorities for the other goals did not result in substantial 
rank changes. 

After the GOALS activity, Academic Deyelopment and Accountability/ 
Efficiency were still perceived as higher present priorities, but 
were decreased as future preferences, although the match between present 
and future perceptions of Academic Development were closer, The future 
preference for Accountability/Efficiency remained consistently at rank 
eleyen. The spreads between Intellectual Orientation and Individual 
Personal Development remained much the same as on Test One. 

After the group GOALS activity the "Is"/"Should Be" relationships 
were similar to those of Test One except for Freedom which fell below 


Innovation. Most shifting occurred with goals of high or very high rank 
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and there was a general tendency for the "Is" and "Should Be" per- 
ceptions to draw closer together than had occurred prior to the GOALS 
activity. 

Statistical evidence was available to support the descriptive evi- 
dence of decreased "Is'"/"Should Be" differences after the GOALS activity. 
On Test One there were five Output Goals and four Process Goals that 
had statistically significant '"Is"/"Should Be" differences. Following 
the GOALS activity only two Output and two Process Goals showed statis-— 
tically significant differences on the "Is"/"Should Be" comparisons. 

After the GOALS activity Traditional Religiousness, Democratic 
Governance and Community continued to show statistically significant 
t ratios between the "Is" and "Should Be" comparisons. Vocational 
Preparation which had not shown a statistically significant difference 
on Test One, did so after the GOALS activity. 

Thus it was possible to reason that, with the exception of the 
Vocational Preparation goal, the group GOALS activity resulted in fewer 
goals with statistically significant differences between the "Is" and 


"Should Be" comparisons of means. 


rene 
eS 


Data related to the impact of the information feedback came from 
comparison of responses on Tests Two and Three. The comparisons re- 


presented the impact of information feedback with the group GOALS actiyity 


held constant. 


"Is" Responses. The information feedback had little impact on the 


ranking of goals with low or very low present priorities. There was 
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some shifting of ranks for moderately rated goals like Freedom, In- 
novation and Individual Personal Development, but most of the shifting 
of ranks occurred with the high or very highly ranked goals. This shifting 
did not drastically change the ranking of the highly rated goals but the 
shifting which did occur was back in the direction of ranks established 
on Test One. Academic Development, Community, Democratic Governance, 
Accountability/Efficiency and Intellectual Orientation were the top six 
goals after the information feedback. With the exception of Intellectual 
Orientation they had also ranked in the top six after Test Two, prior 
to the information feedback. Thus the shifting of ranks was not a 
question of whether the goals were perceived as presently important, 
but was a question concerned with relative importance. 

Process goals were still dominant in the perception of present 
priorities; however, Freedom fell to a moderately ranked position, there- 
by reducing the Process goals from four to three out of the top eight 
goals. 

The information feedback resulted in no statistically significant 


differences between means on the Test Two and Three "Is" responses. 


"Should Be" Peaponaen: The primary impact on ranking of the 
"Should Be" responses was for most shifting to occur among the high and 
very highly ranked goals. With the exception af Academic Development, 
shifting did not result in goals being moved out of the highly ranked 


categories. The shiftings, however, were back in the direction of the 
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ranks perceived on Test One, prior to any intervention activities. As 

a result, it appeared that the information feedback worked to re-establish 
pre-intervention perceptions. Innovation was the one exception to this 
trend. It maintained a gradual trend toward a higher future priomity. 

Following the information feedback only the Individual/Personal 

Development goal showed a statistically significant t ratio between the 
Test Two and Three "Should Be" responses. Not only did the information 
feedback result in an increase in rank for this goal, it also produced 


a statistically significant difference in the mean responses. 


Comparison of the "Is"/"Should Be'' Responses. The majority of 
changes from Test Two to Three on comparison of the "Is" and "Should Be" 
ranks was concentrated among the high and very highly ranked goals. After 
the information feedback the differences between "Is" and ''Should Be" 
ranks was more pronounced and more extreme. The movement toward congruency 
following Test Two dissipated in shifting which took place in the direction 
of the "Is" and "Should Be'' relationships of Test One. 

This trend was substantiated by the t test analyses between the "Is" 
and "Should Be" responses. Following Test Two a total of two Output and 
two Process goals showed statistically significant differences between means 
of the "Is" and “Should Be'' responses. Following the information, feedback 
on Test Three, there were nine mean comparisons with statistically signi- 
ficant differences. Six were Output goals and three were Process goals. This 


compared with nine differences after Test One. Six of the nine differences, 
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Indivyidual/Personal Development, Humanism/Altruism, Traditional Re- 
Pei gaanese, Advanced Training, Research, Social Criticism/Activism, 
Community, and Off-Campus Learning had also occurred on Test One, prior 


to any intervention activity. 
CONCLUSIONS 


In attempting to elucidate some conclusions from this intervention, 
it is again important to recall that the initial sub-problem dealt with 
the intervention process and the vse Se of interaction between myself 
and participants. The second sub-problem examined the impact of parti- 
cipation in a group GOALS process and information feedback on perceptions 


of goals. 
Intervention Process 


There were a number of conclusions to be drawn in direct relation- 
ship to the intervention process. 

A The process and specifically the method of the intervention were 
too complicated. Participants had difficulty understanding the oyerall 
intervention and how the phases were related. As a result they had trouble 
in understanding what would be expected of them. 

2% The complexity confused the purpose of the study, delayed the 
entry time and made it impossible to complete the activity in the span 


of the 1973-74 academic year. This introduced two major weakness into 
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the intervention: (a) insufficient time to absorb the taformatian feed= 
back and (b) inability to check carefully individual responses to the 
intervention following the final administration of the IGT, 

J Due to my misjudgement about the complexity of the intervention, 
insufficient resources in terms of both personnel and time were avail= 
able to the study. Stated another way, the tasks attempted were simply 
too large. 

an Negotiation was a fairly consistent response to the process 
of the study, although the negotiations related primarily to the effective 
allocation of limited time resources for participants in the intervention 
and to communication about the study to significant college groups, 

5. Once individuals had begun to participate in the study, es= 
pecially the GOALS activity, response was positive and understanding 
of the process became clearer. 

6. The type of relationship which developed between myself and 
the college was never singular. There were elements of client de- 
pendency; however, the converse ae also true. During the initial con= 
tact and entry phases client dependency on the researcher was evident: 
Progress into the actual data gathering saw a more interdependent 
relationship begin to develop and this relationship bontce to dominate 
the rest of the intervention. Some mild counterdependance occurred 


but was primarily related to the negotiation activities: 
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Te Attempts to be a legitimate participant in the college through 

a meaningful program research task were not positive since the activity 
was outside the college. In terms of resources, the program research 
activity was counter~productive since it put strain on the amount of 
time I had to make available to the study. Again this related to my 
failure to initially recognize both the size and complexity of the re- 
sponsibilities involved in becoming accepted into an organization and 
then to implement very complex and large data collection and analysis 


activities. 


Impact of the Group Goal-Setting Activity and Information Feedback 


A second level of conclusions related to what impact the GOALS 
activity and information feedback had on perception of goals. 

Us The group GOALS activity did not change perceptions of present 
or future importance for goals ranked low or very low. 

2. The GOALS activity resulted in changes in perceptions of pre- 
sent and future priority for very highly ranked goals, but the same 
seven or eight goals consistently appeared as top throughout the inter- 
vention. 

3% The GOALS activity did not decrease the dominance of such Process 
goals as Accountability/Efficiency, Community, Democratic Goyernance and 
Freedom as top-ranked present priorities. After the GOALS activity, the 


Process goals of Community, Accountability/Efficiency and Freedom were 
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perceived not only as dominant but also as the top three priorities in 
the present environment. Thus the GOALS activity worked to increase 
the perceived importance of process activities in the college Ee bepattee 
ment. 

4. The dominance of Process goals changed slightly in perceptions 
of future priorities after the GOALS activity with the marked decrease of 
Accountability/Efficiency as a high priority; however, Accountability/ 
Efficiency was consistently perceived as a less than positive process 
activity. Regardless of the GOALS or information feedback it was rated 
much lower as a future priority. 

Die The GOALS activity resulted in statistically significant dif- 
ferences in perceptions of top-ranked goals but did not produce sub- 
stantial changes in rank for these goals. This suggested that the GOALS 
activity produced differences in perceptions about relative importance, 
but did not result in substantially changed perceptions of present or 
future importance. 

oe Participation in the GOALS actiyity did have an impact to pro- 
duce less diversity and more college-wide consensus on the perception of 
goals. 

The GOALS activity tended to produce more agreement ahout what the 
Process Goals "Should Be" as opposed to what they were ("Is" scores). 
There were no statistically significant differences for the "Should Be" 
Process goals, while there were three out of seven statistically signi- 


ficant differences for the "Is" Process goals. 
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The GOALS activity functioned to reduce the number of goal state- 
ments with statistically significant differences between "Is" and 
"Should Be" perceptions. 

Jes The GOALS activity resulted in a shift of future priorities 
between Innovation and Freedom. Following the GOALS Site co Innovation 
was rated as a higher future priority than Freedom. This was the 
opposite from perceptions of present priorities and led to the conclusion 
that processes like community and democratic governance were more pre- 
ferred as prior conditions for innovation than was freedom. 

8% The information feedback tended to re-establish pre-intervention 
perceptions of rank. The information feedback had little impact on low 
or very low-ranked goals. Most shifting of ranks occurred on high or very 
highly ranked goals and, while the shifting did not substantially change. 
levels of importance, the trend was back in the direction of pre-inter- 
vention perceptions. 

a The provision of information had no statistically significant 
impact on the way indiyiduals perceived goals “to be’ In the college. 

The information either confirmed perceptions or it simply had no impact. 

10. Similarly, information appeared to haye virtually no impact or 
acted to confirm individuals’ perceptions of what "Should Be" in terms of 
college goals. The one exception was the Individual/Personal Development 
goal statement. 

The apparent lack of faa provided by information feedback was 


; Ww 1 uw ; =] 
HOt so conclusive in relation. to the "Is"/"Should Be" relationships. 
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There was some support for the following conclusions: 

ll. The information created a decrease in the consensus on low- 
valued goal areas where statistically significant differences which had 
disappeared between Tests One and Two reappeared again after Test Three. 
This was so on the Output goals of Advanced Training, Research and 
Social Criticism/Activism and the Process goal, Off-Campus Learning. 

12. Areas where agreement had been strengthened after the GOALS 
activity resulted in statistically significant differences between 
means upon presentation of the information feedback. This was so for 
the Output goals of Individual/Personal Development and Humanism/ 
Altruism and the Process goal of Freedom. This last goal was a con- 
sistently high-valued goal. This was the possible consequence of the 
information acting to create dissonance with perceptions which had been 
established after the group GOALS activity. In other words, in the GOALS 
simulation, perceptions were established which did not match the realities 
of operation as reflected in the information. 

13. The information feedback produced no change in the statistically 
significant differences between the "Is"/"Should Be" comparisons of two 
goals. This was the case for the Traditional Religiousness goal statement 
which was valued lowest throughout the whole study. Et was also so for the 
Community goal statement which was consistently valued high throughout the 
whole study. Perceptions of the priorities for these goals was so strong 
that nothing could impact to change them, but a wide variety of responses 


continued to exist between perceptions of present and future priority. 
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14. Highly positive rank correlations resulted between all levels 
of comparison as a result of the intervention. In particular, the inter- 
vention resulted in higher positive correlations between "Is" ranks. 
This was similar for "Should Be" ranks but the GOALS process resulted in 
slightly stronger correlations than did the information feedback. The 
intervention reduced the positive correlations between "Is" and "Should 


Be" ranks, although the correlations were still very high. 


General Conclusions 

The above conclusions were specifically related to the nature of 
the "Is" and "Should Be" perceptions from the intervention. There were 
three general conclusions which must also be identified. 

i Across all the tests it was evident that the responses to the 
goals exhibited a generally common direction. There was considerable 
agreement about which goals were important and which were decidedly lower 
priorities. Differences tended to be ones of degree rather than complete 
redirection. This was not to suggest that no important differences oc- 
curred between or across tests. It was, however, evident that a clear 
direction existed both in the perceptions of what existed and what was 
desired for the college. 

Ze The majority of changing which did take place was in relation 
to high or very highly ranked goals. This observation leads to the pos- 
sibility that identification of high priority activities in the college 


did not result in agreement, but instead simply identified differences and 
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made disagreements and continuing conflict more of a regJaty 15 
organizations can pursue multiple goals at the same time, then identi- 
fication of gross goal priorities may be as far as goal identification 
can productively go. 

oe Activities related to maintenance of the college environment 
were consistently rated as being very important. In particular, the 
GOALS simulation established that community and democratic governance 
were more valued as conditions for innovation than was freedom. This 
could have considerable implications for the design of strategies to 


encourage and foster creativity and change in the college. 
IMPLICATIONS 


In terms of assessing goals in a college there is obvious value in 
having some insight into methods for achieving consensus. There is 
also some value in knowing where consensus and disagreement occur about 
the direction of an organization. This intervention, for example, made 
it very clear that there was agreement about general direction and that 
differences related in many areas to degree rather than substance. 

This knowledge about the nature of the consensus and its locations in 
the organization can provide decision points towards which members of 
the organization can focus their efforts to rationalize and accept the 


differences or work to eliminate the disagreements. 
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In this context the IGI is a useful tool; however, it should be 
recognized that polling goal perceptions and achieving a "paper" con- 
sensus is not the same as establishing, adopting and realizing "real" 
goals. The IGI demonstrates a weakness in the sense that it focuses 
on cognitive issues and not on feelings and emotions. In organizations 
the tie between these areas relates to the resource allocation decisions 
required to translate the "paper' consensus of an IGI and emotions of 
organization members into operating realities. In fact this study 
has opened the possibility that efforts to identify college priorities 
will not result in a perfect consensus about the discrete importance 
of each particular goal. Efforts to derive the perfect consensus could 
result in constant conflict and the answer to this problem may rest 
in establishing general priorities, legitimating the conflict in the 
competition for resources and allowing for the existence of multiple 
goals. 

On its own the IGI is weak because it does not bring attention to 
bear on the resource aspects of setting goals. This weakness of the 
instrument was borne out by the overwhelming trend oyer the three 
testings for all goal statements, both "Is" and "Should Bel", to 
receiye higher and higher yalues. Eyerything the college could do 
was viewed as being more and more important, and rankings became based 
on smaller and smaller differences. This tendency seemed to suggest 
a counter—productivity of producing consensus with a device ike Lhe. 


IGI. It seemed to suggest that "consensus" really meant that every- 
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thing was important. This, of course, would be a denial of human and 
fiscal reality. 

These comments must be viewed in the context of the fact that 
this study did not just use the IGI alone. The study embedded use 
of the IGI in a scheme of initial conceptual preparation, broad exposure 
to the study and some effort to tie goal~setting to resource realities. 

One might have expected that over time in this study a larger 
number of goals would have actually received lower scores. Thus it 
would have become clear that participants were perceiving goals not only 
from the point of view of desirability, but also in terms of resource 
availability. While this situation was likely a function of the fact 
that this study did not particularly emphasize the resource application, 
it also suggests a more careful introduction of the conceptual framework 
behind the intervention to facilitate a better understanding of the way 
in which negotiations occur and goals are established in an organization. 

Further, this conceptual framework is necessary to provide some way 
for dealing with the problem of "What do the data mean?" Do the dif- 
ferences between present and preferred goal statements mean dissatis~ 
faction or high aspirations? Furthermore, the framework is necessary 
to deal with the problem raised earlier that the IGI goals are not the 
real goals of the college and they cannot therefore be directly adopted. 
The framework is necessary to emphasize the relationships between a 


process/instrument type of consensus and the formal, policy-making re- 


sponsibilities of governing boards. 
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The intervention also raised a question about the permanency of 
a consensus developed through a participation/feedback process. The 
question of relationships between this type of consensus and substantial 
modification of attitudes and behavior is also demanding of an answer, 
or at least a sense of direction (Winstead and Hobson, 71: 669-677). 
It just may be as Bennis (1973b: 391) observes that consensus is 
chimerical under conditions of an incessant, turbulent and imposing 
environment; diverse and conflicting constituencies; and a phenomenal 


rate of change. What may be required is to view "comity" as a basic 


"other 


willingness to see the "other side'’ as human and to accept that 
side" without a basic need to destroy for one's own survival. 
This study attempted to build a broad and comprehensive conceptual 
framework. There were obvious failures and more obvious needs to relate 
portions of the nari, 3 framework to manageable research activities. 


It is now relevant to identify recommendations and suggestions for 


further research in the context of these considerations. 


RECOMMENDATIONS AND FURTHER RESEARCH 


“Recommendations 
The scope of the conceptual framework used in this study and the 
need to relate it meaningfully to operational research problems was 


evident. 
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1. The major recommendation would simply be to reduce the scope 
of such an intervention by identifying manageable but related research 
tasks. For example, the GOALS simulation should have been separate from 
the information feedback. Both of these processes represented respect- 
able research tasks. They should have been conducted in a more discrete 
fashion. The same observation was possible in relation to the types of 
information. Mixing of information on perceptual responses and fiscal 
data did not allow for the proper absorption of either. This is not to 
suggest that the questions deait with in this study should be separated. 
They should be placed into operationally manageable but logical units 
and be conducted as parts in an integrated study. 

Zo It follows then, that efforts to deal with the variety of tasks 
in this intervention require a team approach over an extended period of 
time. This would permit the breaking up of the many issues in the frame- 
work into manageable portions. The team leader could provide the continuity 
and integration required in such a study. Under such a procedure ad- 
equate resources and time could be made available to the study and 
longitudinal strategies could be applied to examine the relationship of 
ever-increasing aspirations to the reality of available organization 
resources. Also more discrete operations would permit more control of 
variables so that the impacts of group process and information would be 
clearer. RarENeoIere such a team approach might help with the lack of 


credibility that research ee in dealing with real problems by actually 
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operationalizing the belief that theory and practice are part of a 
continuous process and not discrete activities. 

3 Legitimating activities for the researcher should relate di- 
rectly to the purposes of the intervention. The intervention should be 
the legitimate activity for the intervenor and peripheral, additional 
activities should be discouraged. 

4, Much more time is required for the Entry and the Response to 
the Process phases. In fact, substantial argument could be made for 
never operating an activity like this unless the major core of the 
research team was located inside the organization over a long period of 
time. 

Je More time is required to ensure that the information feedback 
is absorbed and understood. 

or As well, much more effort is required to familiarize partici- 


pants with the concepts underlying goal-setting in organizations. 


Further Research 

There are a number of research questions that flow from this inter- 
vention. Some of the more obvious issues are identified below. 

i The whole concept of goal-formation based on concepts of bargain- 
ing/coalition/side-payments/slack needs some substantial empirical vali- 
dation. The concept has extremely appealing face yalidity and internal 


consistency but firm statements and clearer strategies related to set- 


ting goals in organizations demands the added rigor of matching the model 
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with reality. A case study could be performed to ascertain whether or 
not these concepts actually operate to affect the priorites that in- 
dividuals establish in organizations. Actual bargaining could be ob- 
served, the establishment of coalitions identified, and the use of 
slack to make side-payments verified. These would all have to be re- 
lated to the actual operating priorities of the organiztion. 

EE This study also raises questions about consensus in organizations. 
For instance, how specific must a consensus be for an organization to 
operate effectively? If consensus exists, is the organization more ef- 
ficient? What does the establishment of consensus cost in terms of 
money and required compromise? How far can individual behavior differ 
from the consensus? 

oe Similar types of questions can be raised about goals in or- 
ganizations. What processes are used to apply them as general decision 
guides and by whom are the processes employed? 

4. <A follow-up study after the administration of the IGI ina 
college might yield insight into how the questionnaire goals were trans- 
lated into or affected formal policies and operating practices. 

oe Both the IGI and the GOALS instruments require continued 
application in different institutions in order to further validate the 
goal categories and to be sure that changing demands on institutions 
of higher education are not rendering some goals obsolete. Exploration of 
the possible correlation between the paper allocations required on the 
allocations in a college would also 


GOALS instrument and actual fiscal 


be a useful validating procedure. 
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6. Environmental processes such as community and democratic 
governance were suggested as being important in fostering innovation. 
Exploration of organization processes preferred as supports for creativity 
and innovation could provide validation for this suggestion. At the 
same time, such exploration could yield insight into a broader range 


of activities supportive of creativity and growth in organizations. 
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INSTITUTIONAL GOALS INVENTOR‘ 
(Form 1) 


To the respondent: 


Numerous educational, social, and economic circumstances have arisen that have made it necessary for 
many colleges and universities to reach clear, and often new, understandings about their goals. During 
the late 1960s there were new demands, especially from students, for colleges to assume new roles and 
serve new interests. Now, in the early 1970s, a widespread financial crisis is making it imperative for 
colleges to specify the objectives to which limited resources may be directed. 


The Institutional Goals Inventory (iGI) was developed as a tool to help college communities delineate 
goals and establish priorities among them. The instrument does not tell colleges what to do in order to 
reach the goals. Instead, it provides a means by which many individuals and constituent groups can con- 
tribute their thinking about desired institutional goals. Summaries of the results of this thinking then pro- 
vide a basis for reasoned deliberations toward final definition of college goals. 


The Inventory was designed to embrace possible goals of all types of higher education institutions—uni- 
versities, church-related colleges, junior colleges, and so forth. Most of the goal statements in the Inventory 
refer to what may be thought of as “output” or “outcome’’ goals—substantive objectives colleges may 
seek to achieve (e.g., qualities of graduating students, research emphases, kinds of public service). State- 
ments toward the end of the instrument relate to ““process’’ goals—goals having to do with campus climate 
and the educationa! process. 


The IGI is intended to be completely confidential. Results will be summarized only for groups—fac- 
ulty, students, trustees, and so forth. In no instance will responses of individuals be reported. The Inven- 
tory should ordinarily not take longer than 45 minutes to complete. 


COPYRIGHT RELEASE 


| Institutional Goals Inventory Copyright © 1972 by Educational Testing Service. 
Revised and reproduced by permission. All rights reserved. 
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LOY 
DIRECTIONS 


The Inventory consists of 90 statements of possible institutional goals. Using the answer key shown in the 
example below, you are asked to respond to each statement in two different ways: 


First—How important is the goal at this institution at the present time? 


Then—tIn your judgment, how important should the goal be at this institution? 


EXAMPLE 


to prepare students for university... 


\ 


should be 


In the example, the respondent has indicated that he believes the goa! “to prepare students for univer- 
sity’ is presently of low importance at his institution, but that it should be of high importance. 


® Unless you have been given other instructions, consider the institution as a whole in making your judg- 
ments, 


® In giving should be responses, do not be restrained by your beliefs about whether the goal, realistic- 
ally, can ever be attained on the campus. 


® Please try to respond to every goal statement in the Inventory, by checking one space after is and one 
Space after should be. 


® Use any soft lead pencil. Do not use colored pencils or a pen—ink, ball point, or felt tip. 


® Mark each answer by checking (/) the number under the appropriate level of importance. 


® Additional Goal Statements (Local Option): A section can be included for additional goal statements 
of specific local interest or concern. These statements may be supplied locally. If none are supplied, 
g9 on to the Information Questions. 

® Information Questions (91 - 97): These questions are included to enable each institution to analyze 
the result of the Inventory in ways that will be most meaningful and useful to them. Respond to each 
Question that applies. 
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to help students acquire depth of knowledge 
in at least one academic discipline... 


to train students in methods of inquiry, re- 
search, and/or problem definition and solu- 
meORY 


to help students identify their own personal 
goals and develop means of achieving them... 


to ensure that students acquire a basic know- 
ledge in the humanities, social sciences, and 
natural sciences... 


to increase the desire and ability of students 
to undertake self-directed learning... 


to prepare students for advanced academic 
work, e.g., at a four-year college or graduate 
or professional school... 


to develop students’ ability to synthesize know- 
ledge from a variety of sources... 


to help students develop a sense of self-worth, 
self-confidence, and a capacity to have an im- 
Pact on events... 


to hold students throughout the institution to 
high standards of intellectual performance... 


to instili in students a life-long carmitment 
to learning... 


to help students achieve deeper levels of self- 
understanding... 


to ensure that students who graduate have 
achieved some level of reading, writing, and 
mathematics competency... 


to help students be open, honest, and trusting 
in their relationships with others... 


to encourage students to become conscious of 
important moral issues of our time... 


16. 


ee, 


20. 


21, 


22) 


2a 


24. 


20. 


26. 


oF & 


to increase students’ sensitivity to and appre- 
ciation of various form of art and artistic ex- 
pression... 


to educate students in a particular religious 
heritage... 


to help students understand and respect people 
from diverse backgrounds and cultures... 


to require students to complete some course 
work in the humanities or arts... 


to help students become aware of the poten- 
tialities of a full-time religious vocation... 


to encourage students to become committed 
to working for world peace... 


to encourage students to express themselves 
artistically, e.g., in music, painting, film-mak- 
inte arn 


to develop students’ ability to understand and 
defend a theological position... 


to encourage students to make concern about 
the welfare of all mankind a central part of 
their lives... 


to acquaint students with forms of artistic or 
literary expression in non-Western countries... 


to help students develop a dedication to serv- 
ing God in everyday life... 


to provide opportunities for students to receive 
training for specific occupational careers, e.g., 
accounting, engineering, nursing... 


to develop what would generally be regarded 
as a strong and comprehensive degree pro- 


grams... 
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33. 
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35. 


36. 


37, 


38. 


39, 
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to perform contract research for government, 
business, or industry... 


to provide opportunities for continuing educa- 
tion for adults in the local area, CG On. G 


part-time basis... 


to develop educational programs geared to 
new and emerging career fields... 


to provide preparation for training in one or 
more of the traditional professions, e.g., law, 
medicine, architecture... 


to offer degree programs in such “‘newer" pro- 
fessions as engineering, education, and social 
work... 


» 


to serve as a cultural center in the community 
served by the campus... 


to conduct basic research in the natural sci- 
ences... 


to conduct basic research in the social sci- 
ences... 


fo provide retraining opportunities for indivi- 
duals whose job skills have become out of 
date... . 


to contribute, through research, to the gen- 
eral advancement of knowledge... 


to assist students in deciding upon a voca- 
tional career... 


to provide trained manpower for local-area 
business, industry, and government... 


to facilitate involvement of students in neigh- 
borhood and community-service activities... 
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46. 


47. 


48, 


49, 


50. 
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199. 


to conduct advanced study in specialized pro- 
ble areas, e.g., through research institutes, 
centers, or degree programs... 


to provide educational experiences relevant 
to the evolving interests of women... 


to provide critical evaluation of prevailing 
Practices and values in society .. “4 


to help people from disadvantaged communi- 
ties acquire knowledge and skills they can use 
in improving conditions in their own commu- 
nities... 


to move to or maintain a policy of essentially 
open admissions, and then to develop mean- 
ingful educational experiences for all who are 
admitted... 


to serve as a source of ideas and recommenda- 
tions for changing social institutions judged 
to be unjust or otherwise defective... 


to work with governmental agencies in design- 
ing new social and environmental programs... 


to offer developmental or remedial programs 
in basic skills (reading, writing, mathemat- 
feS) eo. 


to help students learn how to bring about 
change in society... 


to focus resources of the institution on the 
solution of major social and environmental 
problems... 


to be responsive to regional and national 
priorities when considering new educational 
programs for the institution... 


fo provide educational experiences relevant 
to the evolving interests of Eskimos, Metis, and 
Canadian Indians... 
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to be engaged, as an institution, in working 
for basic changes in society... 


to ensure that students are not prevented 
from hearing speakers presenting controversial 
points of view... 


to create a system of campus governance that 
is genuinely responsive to the concerns of all 
people at the institution... 


to maintain a climate in which faculty com- 
mitment to the goals and well-being of the 
institution is as strong as commitment to 
professional careers... 


to ensure the freedom of students and faculty 
to choose their own life styles (living arrange- 
ments, personal appearance, etc) ... 


to develop arrangements by which students, 
faculty, administrators, and trustees can be 
Significantly involved in campus governance... 


to maintain a climate in which communica- 
tion throughout the organizational structure 
is Open and candid... 


to place no restrictions on off-campus political 


activities by faculty or students... 


to decentralize decision making on the campus 
to the greatest extent possible... 


to maintain a campus climate in which dif- 
ferences of opinion can be aired openly and 
amicably... 


to protect the right of faculty members to pre- 
Sent unpopular or controversial ideas in the 
Classroom... 


to assure individuals the opportunity to parti- 
Cipate or be represented in making any deci- 
Sions that affect thern... 
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to maintain a climate of mutual trust and 


respect among students, faculty, and admin- 
istrators... 


to create a campus climate in which students 
spend much of their free time in intellectual 
and cultural activities... 


to build a climate on the campus in which 
continuous educational innovation is accepted 
as an institutional way of life... 


to encourage students to spend time away 
from the campus gaining academic credit for 
such activities as a year of study abroad, in 
work-study programs, etc... 


to create a climate in which students and fac- 
ulty may easily come together for informal 
discussion of ideas and mutual interests... 


to experiment with different methods of eval- 
uating and grading student performance... 


to maintain or work to achieve a large degree 
of institutional autonomy or independence in 
relation to governmental or other educational 
agencies... 


to participate in a network of colleges through 
which students, according to plan, may study 
on several campuses during their undergrad- 
uate years... 


to sponsor each year a rich program of cultural 
events-——lectures, concerts, art exhibits, and 
the like... 


to experiment with new approaches to indivi- 
dualized instruction such as tutorials, flexible 
scheduling, and students planning their own 
programs... 


to award the bachelor’s and/or associate 
degree for supervised study done away -from 
the campus, e.g., in extension or tutorial 
centers, by correspondence, or through field 


work... 
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to create an institution known widely as an 
intellectually exciting and stimulating place... 


to create procedures by which curricular or 
instructional innovations may be readily ini- 
tiated. .. 


to award the bachelor’s and/or associate 
degree to some individuals solely on the basis 
of their performance on an acceptable exam- 
ination (with no college-supervised study, on- 
or off-campus, necessary)... 


to apply cost criteria in deciding among al- 
ternative academic and non-academic pro- 
grams... 


to maintain or work to achieve a reputable 
standing for the institution within the aca- 
demic world (or in relation to similar col- 
leges)... 


to regularly provide evidence that the institu- 
tion is actually achieving its stated goals... 


to carry on a broad and vigorous program of 
extracurricular activities and events for stu- 
dents... 
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89. 


70. 


to be concerned about the efficiency with 
which college operations are conducted... 


to be organized for continuous short-, me- 
dium-, and long-range planning for the total 
institution... 


to include local citizens in planning college 
programs that will affect the local com- 
munity... 


to excel in intercollegiate athletic competi- 
TON +, 


to be accountable to funding sources for the 
effectiveness of college programs... 


to create a climate in which systematic eval- 
uation of college programs is accepted as an 
institutional way of life... 


to systematically interpret the nature, purpose, 
and work of the institution to citizens off the 
campus... 


to achieve consensus among people on the 
campus about the goals of the institution... 
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GLOSSARY OF GOAL STATEMENTS FROM G.O.A.L.S. 
OVERALL PURPOSE GOALS (PROGRAM GOALS) 


Operating a Continuing Education Program for Adults ~ programs 
closely related to- the needs of the adult popoulation within the 
community whether for college transfer credit, occupational p= 
grading, or experiences necessary for a change in vocation. 


Operating University Parallel College Transfer Programs - programs 


designed to meet. the requirements for lower division of four-year 
college or university programs. 


Operating One, Two, and Possibly Three Year Career Programs - pro- 


grams designed to meet the demand for technicians, semi-professional 
workers, and skilled craftsmen for employment in industry, business, 
the professions, and government. Includes associate degree in 
applied science, diploma, and certificate programs. 


Operating Specialized Regional and Community Service Programs - 
Specialized services to provide for the cultural and educational 
needs of the region served by the school. Services include non- 
classroom and noncredit programs, cultural events, workshops, 
meetings, lectures, conferences, seminars, and special community 
projects which are designed to provide needed cultural and edu- 
cational opportunities for the citizens of the region. 


Operating a Comprehensive Student Personnel Services Program - 


services designed to facilitate educational, vocational, personal, 
and social decision-making and growth. 


Operating Developmental Programs - programs offered to prepare 
individuals for admission to an occupational-technical curriculum 
or to a university parallel-college transfer curriculum in the 
college. These programs are designed to assist the individual in 
developing the basic skills and knowledge necessary to succeed in 
other college programs. 


INSTRUCTIONAL ENDS GOALS 


Improving Mental Health - the degree to which the student is able 
to cope with the pressures and stress experience in a rapidly 


changing environment in the world of work or in higher education, 
as a result of the experience at college. 
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Instructional Ends Goals (cont'd) 


8. Developing Special Aptitudes - the extend to which the student is 


able to develop unique aptitudes that have been identified through 
testing and/or counseling. 


student is able to relate better to other individuals or groups 
as a result of his college experience. 


9. improving Inter-Personal Relationships - the degree to which the 


10. Raising the Level of Social Status - the extent to which the student 
has actually raised his social status in the community by receiving 
a certificate, diploma, or degree. 


ll. Developing Social Graces - the degree to which the college assists 
the student to become more comfortable in social situations during 
his college experience. 


12. Developing Creativity - the extent to which the student is able to 
design, produce, or otherwise bring into existence new and original 
products, ideas, or processes. 


13. Raising the Level of Education Achievement - the extent to which the 
student has mastered tasks that he could not perform when he arrived 
at the college. 


14. Improving Self-Concept - the extent to which the students sees him- 


self as having increased worth and value as a human being as a result 
of his college experience. 


bs puCreusing basic pkills — the extent’ to which students “are 3ble "to 


demonstrate basic skills across several broad fields (reading, writing 
speaking, math, history, etc.) 


16. Increasing Social Recognition - those awards and other honors granted 
to students by the college or by the community in recognition of 
outstanding achievement while attending the college. 


17. Assisting in the Choice of a Major or Career — the degree to which 
the college has assisted the student in the selection of a program 


that meets: his individual goals. 


18. Influencing Basic Beliefs - the degree to which the student changes 


beliefs during his college experience. 
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Assisting in the Choice of an Avocation - the extent to which 
the college helps the student in the selection of leisure activities 
or hobbies. . 


attained during the college experience. 


Stimulating Interest in New Areas - the degree of desire in the 
student to continue self-initiated study - to participate in 
areas discovered through programs offered at the college. 


Increasing Drive Toward Goals - the extent to which a student is~ 
able to select a set of personal goals and to work toward ac- 
complishing those goals during. the college experience. 


Increasing Preblem-Solving Ability - the extent to which the stu- 
dent demonstrates increased ability to correctly select and carry 
out principles and procedures for solving problems as a result of 
the college experience. 


Instilling a Sense of Citizenship - the extent to which the student 
has accepted a higher degree of responsibility for membership in 
the community as a result of his college experience. 


is able to demonstrate improved ability to exercise or employ care- 
ful judgments in making decisions in light of given information. 


Raising the Level of Vocational Achievement - the extent to which the 


student is able to demonstrate increased skills in his occupation 
as a result of his college experience. 


MANAGEMENT SUPPORT GOALS 


the degree to which the student is able to influence what will be 
taught by providing the instructor with objectives or topics that 
are of special interest to him. 


Insuring that Students haye a Voice in Deciding What Will be Taught - 


a iat tee eee era eae nae 


world of work or in higher education. 
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Management Support Goals (cont'd) 
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Allocating Funds in Accordance with Priorities to Meet Established 


Goals - the extent to which the leadership of the college allocates 
funds for some purpose and withholds them from others in order to 
reflect the college's commitment to priorities based on goals. 


Providing Individualized Courses - the extent to which the college 
expands resources to develop course sequences fitted to the special 
abilities and learning rates of each student. 


Eliminating Failing Grades - the extent to which a grading system 
is developed that provides a student the option to leave a course 
without meeting minimum objectives or to continue in a course until 
mastery is achieved without the fear of being awarded a failing 
grade. 


Actively Recruiting the Poor and Disadvantaged - the extent to which 
college resources are expended in order to identify, recruit, and 
enroll students who would not otherwise have come to the college. 


Encouraging Innovative Change - the extent to which the leadership 
of the college encourages and rewards individuals within the college 
for the production of ideas or processes that are designed to im- 
prove the ability of the college to achieve its goals more ef- 
ficiently and/or effectively. 


Insuring that Lack of Personal Financial Resources do not Provide 
a Barrier to Qualified Students — the extent to which costs are 
kept low and financial aid is made available to qualified students. 
The extent to which students are assisted in securing adequate 


funds that will allow them to attend. 


Increasing Faculty and Student Involvement in the Community - the 
extent to which students and faculty contribute or participate in 
various organized or unorganized activities in the local community. 


Evaluating the Progress of the College Toward Stated Coals ~ the 
extent to which the leadership of the college actually collects 
evidence, both while the student is in the college and after he 
leaves, to determine whether, in fact, change has taken place and 
the extent and degree of this change. 


Providing Opportunities for Students to Participate in Co-Curricular 
Activities - the degree to which the leadership of the college com- 
mits time and resources to providing activities such as dances’ 
yearbooks, social or special-interest clubs, and other similar co- 


curricular activities. 
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Management Support Goals (cont'd) 


38. Insuring Satisfaction with the College - the degree of student 
satisfaction with the overall educational experience during college. 


39. Encouraging Opportunities for Mixing Racial or Ethnic Groups 
pocially — the extent to which the college community as a whole 
fosters social interaction and congeniality between groups on 
campus and in the community. 


40. Insuring that all Persons Connected with the College Participate 
in Decision Making - the extent to which the leadership of the 
college insures that parents, students, faculty, administrators, 
and friends of the college are provided an opportunity to parti- 
cipate in the determination of educational policies. 


41. Allowing Students to Commence a Course at any Time During the Year - 
the extent to which the college is organized to allow students to 
begin a program of instruction at any time during the school year 
and to complete the program when the objectives are met. 


42. Maximizing Opportunities to Change Programs - the degree of free- 
dom the student has to change from one program to another, with 
limited loss of time and personal resources, in order to pursue 
new goais identified as a result of successes during the college 
experience. 


43. Fostering Adequate Pre-Service and In-Service Training for College 
Personnel - the extent to which the college leadership insures 
that adequate, relevant, and appropriate pre-service and in-service 
training is available and utilized by instructors, administrators, 
counselors, etc. 


44. Reducing Student Attrition - the degree to which students remain in 
college until goals are met - the demonstrated ability of the college 


to reduce student drop-out rate. 


45. Planning for Long-Range Development - the extent to which the 
leadership of the college commits time and resources to a plan for 


attaining the purposes of the college. 


46. Hiring Personnel Dedicated to Student Learning - the extent to which 
the leadership of the college insures that each person hired by 
the college agrees with and is dedicated to the purposes for which 


the college exists. 
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COST ANALYSIS PROCEDURE 


Delimitations 

The following delimitations relate to conscious decisions to 
define the scope of the costing procedure. 

ae The study was conducted on the year of operation 1973-74. 

ore Acceptable enrolment figures used were those reported after 
25 percent of the course had elapsed. 

a Capital costs were not included in the study for the following 
reasons noted by Cage and Fowler (1971: 5-8): (a) Colleges have not 
experienced the income tax and audit demands required to maintain 
depreciation records; (b) it was often difficult to determine who ac- 
tually used some capital equipment; (c) some equipment like data 
processing hardware was used on a lease or rental basis; and (d) it was 
often difficult to get agreement on the "life" of equipment. 

4, A number of limiting decisions occurred in the methodology 
used to allocate expenditures to courses and these delimitations are 
indicated below in the explanation of the method. 

om An additional delimitation related to the decision to allocate 
all faculty salaries as instructional costs. Under the assumption that 
a large majority of faculty time was in instruction, it was considered 
justifiable to use total salary as a direct change against the course 
an instructor taught. Instructors clearly do spend time in nen-io— 
structional duties and to the extent that this factor was not removed, the 


cost estimates produced in this study are overestimated. 
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Delimitations (cont'd) 


6. A final delimitation related to #5 above was based on the 
assumption that time spent by instructors in different classes was 
directly related and in proportion to pre and post-instructional 


activities. 


Estimation of Course Costs 

The method used to derive the individual course costs was essent- 
ially a two step process: (1) Direct Instructional Costs were deter- 
mined for each course on the basis of a proration technique, and (2) 
Indirect Costs were established on two bases for each course. The 


products of these two steps were then added to give a Total Course Cost. 


Direct Instructional Costs. These costs were determined by 
taking an instructor's salary and adding fringe benefits. Additional 
pay for overload was also added to this figure to arrive at the in- 
structor's total salary for the 1973-74 contract year. Extra pay 
for evening or summer courses was not added directly to the instructor's 
contract salary but was charged directly to the course. 

With a total salary for each instructor, the next step was to deter- 
mine what the instructor's teaching assignments were for both terms. 
. Having determined each instructor's assignment by course, it was possible 
to determine the total hours be instructor taught in each course (hours 
assigned per course x the length of the course in weeks) and also the 


total instructional hours assigned for all courses (sum of hours spent 


in each course). 
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The portion of the instructor's salary assigned as Direct Instr- 
uctional Cost to each course was the percentage that the hours for 
each course represented of the total hours assigned to the instructor: 


Total Hours Assigned 


Per Course Direct Instruc- 
’ X Instructor's Total = tional Cost Per 
Salary Course 


Total Hours Assigned toa 
Instructor for the Year 


At the end of this proration process additional costs for markers, 
laboratory assistants, etc. were added to the Direct Instructional 
Cost per Course. 

Indirect Costs. These costs were prorated to each course on 
the basis of enrolments and class hours(time): 

ime Enrolments: Proration by enrolments assumed that certain 
charges against revenue were directly related to the number of students 
being served by the college. The number of dollars prorated by 
enrolments included such items as: Administrative costs, Instructional 
Support, Community Services, and Counselling. The difference between 
the Instruction Item in the college's financial statement and the total 
of all instructor salaries and additional costs assigned to individual 
courses was also prorated by enrolment. 

Ze Time: Proration of certain dollars by class hours assumed 
that the number of hours of usage was directly related to Plant Main- 


tenance, the only item prorated by class hours. 
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Once these two base figures representing Indirect Costs to be 


apportioned by enrolment and hours were determined; the Following 


technique was used: 


By Student Enrolments as follows: 


ae 


On .2./Time 


Total dollars to be apportioned on student enrolment 
basis. 

Total»students in total courses. 

Divide (a) by (b) = Indirect per pupil cost based on 
enrolment. 

Multiply the result of (c) by the enrolment in each 
course to yield the amount of indirect costs to be 
apportioned to each course on the basis of student 
enrolments. 

Basis as follows: 

Total dollars to be apportioned on class hours basis. 
Determine the number of hours assigned to each course 
on a weekly basis x the length of that course in weeks. 
Total the 'vesults ‘of (by) for all courses. 

Divide (a) by (c) to determine the indirect cost factor 
to be apportioned to each course on a time basis. 
Multiply the factor of (d) by the (b) result for each 
course to determine indirect costs to be apportioned 


for specific courses on a time basis. 
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Cost Indicators. The resulting information on course costs 
was then reworked into the following measurements of course cost: 
1. Total Course Cost: The total course cost was the result 
of adding three figures: 
a. Direct Instructional Costs per Course, 
leva Indirect Costs by Enrolment, and 
Cr Indirect Costs by Class Hour. 
2. Costs per Student: The cost per student was the result of 
Gividing:  . Total Course Cost 


Number of Students Enrolled in the Course 


Oo Cost per Student Hour: This cost was derived by dividing: 


Total Course Cost 


No. of Students No. of Hours Length in 
x X 
Per Course Course Taught Weeks 
Or, more simply: - 


Total Course Cost 


Total Yearly Student Contact Hours per Course 


Estimation of Program Costs 


Program Costs were generated by taking the Course Costs and, on 


the basis of student programs stored in computer files, costing each 


course. 
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FROM: Dan Cornish, 


TO : All College Staff. 


re: Feedback on. the Goals Study 


Over the past months we have participated in a study om : Goals in 
Red Deer College. You will recall that the following activities occurred: 


(1) Everyone filled out a copy of the Inst¢tutional Goale 
inventory 3 


(2) Small groups participated in a goal-setting simulation called 
the G.0.A.L468.3 


(3) One half of you filled out the Inventory for a second time; 
and, 


(4) Following this, I generated some costes stimate data on the 
1973—@74 % year. 


Attached you will find a summary of information generated, TI have 
tried to organize the material so that it will present a general picture 
and then move to more specific details. 


(1) The results of the Instructional Goale Inventory at the 
beginning cf the study are presented first. These results are organized 
by ranks in Table 1, the actual mean scores in Table 2 and the discrepencies 
between IS and SHOULD BE ranks in Table 3. A summary of the ICI goal state- 
ments is also included. 


(2) The results of the G.0.AL.$. activity azd totally summarized 
in Table 4 along with the titles ef the goal statements used, 


(3) Tables 5, 6 and 7 summarize the ranks, means ene discrepancies 
for the Inetituticral Goals Inventory after the G.0.A.L.Ss participation 
activity. 


(4) Table 8 summarizes cost data, 


(S$) Before each group cf tables ape attached brief notes which 
“give some assistance in examining the tables. 


Within the next few weeks I anticipate that a final opportunity | 
will be given to allow you to discuss this information in small groups. 
I would sincerely encourage you to take time to examine the enclosed 
Material, 
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TABLES 1, 2, 3, 5, 6 AND 7 


When reading Tables 1 and 5, remember that 
the ranks are arbitrarily ordered on the 
basis oF avepage scores, You will have to 
400k at the actual means in Tables 2 and 
6 to see the actual distance between the 


ranks for each goal statement. 


Note especially the differences and simi- 
larities that have developed AFTER the 
participation activity (compare Tables i 


and 5, 2 and 6, 3 and 7}. 
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217 


\ * 
4 » 4 " M 
 dalase ‘ Wen 1a Dy einai wh oo ~ i 
| 7 le : | 
} . : , | 
j a | 
= 1 ay (A i. 7 ' ie? 
2 ore " fi rae a ae - 
ern (ee ie Aa Rane ye a yay 


migeher ds Fae ue; ee ie Pe 
Pr Te Anca ae ri 


: ; . : ' aM -s rae i vi 


Hal, ue 


) 


hoa 
a a) 
wy 


eee ASRS tet ct emer on remin ahenseninegreeme 


Table 1 


ion 


* 


t Complet 


ws 


ses By Rank for the F 


1 Goals Inventory Respon 


itutiona 


+ 
& 


Ins 


Faculty 


A nat cee ne me rn ae aerate osytniampsss ae 
a ran ot uw} > 4 o et © 4 : J y = 
3 i) va wt a] v4 “ - ‘as is ste * "3 ba he i be - - 
oa) 
9 ! 
HW a oO ha! <Q F> a 9 al co) o t 
oO 4 vi 4 N Ee co] 3%: ss 7 me "4 a oy 3 py Lm 
oad Q Sp oO é fos) e J | n id o w ao wt wo wo 
4 >) -t oA a a 4 ; 3 a & a) “ 
yy 
a 
a 7) {<0} N vt, ire) ~ re] fo oO + 2) 19 a a) z wo o é 
4 a 4 a ro) a) aod Ss rae, 4 
re) ite) 
° ° 
7) m ro) o oo oa o “ 3 a) Sn 2) ro) wn foo} Oo oOo 4 “N =P ror] 
e WY an | ri vt De | cat Pan oa N bas | rt vt 
he 
4 
g uw wo ve) in wo w 
e ° e 4 > ° 
fs) a (oe) fo) ~ © o «a “ a OR + re] a + Oo w (ve) a 4 «OO ° 
Hi ) <A rt aa “4 tt of nat et N 
Sy ° 
42 “} py vt oO “ ro og a ° Dn oN é ° a <o Oo @w o + V9) ro) a 
rf v 2) a vt <a “ eo a a a me At 4 
fo 
ome 
yt. Ww ve) 
G & e ’ 
Oo oO] w Ve) N mM oF 10 At io o of ° té ve) Oo oO oa ra a “ ° 
IW} WH a) aa) vt a 4 =) tod a o ™ 
w w 
2 ° 
fee) é ©o fon) i w N a 4 é 4 ro) fo) O = (vo) 4 w > 0 
GS <P) v4 saa ral cal San] hard d P| oa wt et 
yp 
d 
ito] mn wo wo w 
w ° ° . . 
oe (a) ive N vt wo fs) aa ro) oF Oo nr é ro} wo mo Oo iv) “ Do A oF 
Lan ba ha wt N a vi wo ot di vt A 
Yo) wo 
. s 
m N ~ ™ foe) t~ nd ron) E “ sf ° w 0 oO 0 °o w “4M o 
wo 178) Daa rt ae Da vt d ct d N vt a 
(3) 
(3 
: 
B) na fo) ~“ o ° ~ 4 a nan nn a Ve) o = mow ro) ct o om © 
n Ht 1 4 a di 4 —] ww A rt 
fo) ° i N o v4 ad Ss “ a o © th om ow a o 2: © iT) 
4 OM xo S| Daal ct ri Dal wt rt ef 
Ve) wo 
e 
f oO © io ron) “ ° 
+ oa co) oO (e) 4 oO Bs o wo @ oO wo ft l 
ft ca ae t a a a 4 4 N 
«a a on fo) (vo) ea) to ae “ o o ra) ve) oe 3 2 SA x oO i 
4 a) =) oa] ca wt 
: oO on ° d oN fo) 
w > “ re) o a] fav) wn o Ss bh fon) = t 
= oe oy Ey af va ot GS di a a] 
é~ wo wo 5. a 5 fo) 4 = my ° 
i my ron) ron) © © 9) a co Se BONS ES om =) v4 
es Ie a i cal a o 3 
*r 
ag od i w to u> 
al po 3 ° ° 
Ew ° be < oO “O fo) o ro0) ot a ie) a 
U sl oO ite) © nN wo 9) “4 > af I ee ee 2 Gis Gal “ — 
Soe] oH vi <4 oa a 
wo w w 
iD ne Me e 2 e 
> wo Hu oO Oo a Oo + roy 
Q fae) é o o é a ee ee, 2 =F oS Oe rt aa 
og i) ot At : 
4 Te) w w w wo wo 
5 Ss re : , ; : a ro) o é 
9 ° ° ito) @ .) N Co 
mi] ° 25 ae > ss a > ULE eS) oS : sae AR od as) “4 
Ht ro) v4 d al = 
: fon) wo oO ° oh a4 oO ° 
(Q “ a o é i) a ba ee see nH Se sa a «4 
vi Ww ww aa wt - 
ae 
acd 2 
ars a w o + + O @ = oN o 
of a é © nN w é a] 2S oR oe | a a a 
O} 4 et a 
2) zy 
et e 
; { a 3 6t s3 “ > 
a RES. arenes aoa 40 oo 3 1 o 
Hog a 38S Noe 8S a i ah a ee 
Reem? apr mime te AMES, Hees otte dase 0h) Ooi eae et O DS Od C dye 
Ohet he we Wt OF Dinh Se ERTS ok pea aS) Sr. es Peo pee eh aay 
iio sal pe eS oe ya bw wt OO OF & Od at 
Ls ' be cals ay cl vc wo (dh fi > fi Wa at ©) rd tha 
APpluy 2 D9 wv om Fetes ty pe : x Se 3 
SO) sie = fac PCT ane T= me - SS epee 
ONT A Ora is ee gs. a (2 >. < 
9WO) fa HO HM JES Aes 


S'1¥v9 LAGLLNO 


” f ay! eRe Ht ~~ H ig ah + 
/> i 0 +t 
‘ mihh. w) mil? * i 
; y ne er ; ’ rs . 
faa i : , 
Nin 7 att eer iy pnb. ara oe 
4 >) s - e ) an a 

. 4 es | 2448 f a a 
gr i j vee H " WAS 
: Me A Mi ‘ ae ae, 

“ vs «> = | ” oF ba 4 y . %. 


. 
hes 
a] rs 
4 a < 
=| \ gu 4p » . 
4 i “ao 
cu = 
i] =t 7 
a & 
= + , 
i ‘ oe ‘ ° - 
‘ ol 4 bot ‘y 
? '* = + 
& é 
‘ 
‘ ¢ 
. . "i # 
F ' bad | 
¢ 
. 
, ‘ b 
‘ 
wo 
’ 
a] 6 ” 
4 
‘ 
7 “ A (* 
n 
, + 
= ’ ‘ “. @ 
4 
=~ ‘ 
i . 
; ‘4 
a ‘ a) 
i te 
i 7 
te 
* 4 ‘ 
“s se 
” 
i 
| 
: Vi i 
s \ i 
~ 
st A 
‘ 
i - + 
7 ¢ 
, 
‘ 
= 
a 
2 F ( , 
f ’ fa ° 
a of * ' y 
? a 4 : ' 
’ ih. 
ee h as 
4 Liye ‘ i 
: H ) 2 
° ae, | ; 
~ * inte of <= od ree Mie e 


rst Completion 


- 


Table 2 
sponses by Mean Scores for the F 


& 
7) 


ory Re 


Avent 


I 


Institutional Goal 


219 


ms ~ uy ms ri Nn ON rsa) uy ‘ feat oO oO } (ony io} ~ “yy oo et is 
“2 Li en oO feu} 2) ° wv wo oC rt od an | >) <: mo oO ~~? oOo 3 
. > . ° ’ : ° . e ° . ’ . 
~- oy fan} N ror a et 7 om” N iva) ival (ony ow ~ wT wv oy ~ eat a 
Fa) wh ~~ fo toy a rt No) ny fo) vy fo a) to} OQ ~ foal le) 
re 7 Ss al rd ~~ N a rt n ~m wo ™ Oo 3} ead to) S fon = 
. ’ . * . . , ° ’ ° . . ’ . ° 
isa) N ot N ™ ed isa) N “ N N i) N 7 Ga) 5) N a “a ral 
ft t+ fa) ~ o wv on tt fon fs3} (ve) fy Sa) a N Ne} an oy) a 
~ aN a “ fon (2) pa) or] so wo taal OF a 
: : j : ; : : pies Bea : ; : Shi evialalh so char eclasee alee oe 
oy (oa) ~* ar N N tt a) aa ia) om “7 N ” — a 0) 1 | N oa] 
co = oO wy tony oO) a aa t (2) Tr w f=} 4 nN ny Ya) tS 
et (oa) ~ NN wr w i) ~ N “ wr a) N a pe) 4 co a an 3 
» . . > ’ . « . . . * . . . * . . . * . 
ise) N i N Ns ed isa) N NN ise) N N N N ~m isa) fol) N et ~m 
2 S 4 > w S oe Vay my ay ay (o} Fa) oO Ww uy (>) oO Q (s) 
hs OQ N ie) oe) rt ay as ~ N os 
. . ’ . . . ‘ ° ° ° . ° ’ . . ° . ’ ms 
ise) a wv nm ot ai “oy i rd st ~ (33) N wr w= ~w cry oy N 0} 
r4 Ww wy Va vy Q fo) ro} Qo (oh uy S fo) va) n fo) fo) fo} wy uy 
oy ON N Ov na N ow oa) wr (=) o at OV wv Qa oO wv wy st wy 
. . . > ° . ° > ° > ° . . ° . . * . . ° 
9 N om ret Cea r+ N dq rd oy N N di oy ~m (sa) N “ ed oO 
Ne) ro) w 4 ~t zt roa Wal a oO Va) °Q An oOo Nn feat 1 0 oS 
> aD Ww 2 ~ ~ Pal a wt va) for] a4 + N mn m~ ed con ~ feay isa] re) 
P mW . . . . . . . > . . . . . . . . . . . ° 
ord S ~- St (va) Ge) N a ~w N ~N 7 “4 isa) N a) ~w 7? Ga) (a) N ~” 
(oe 
Se 
ye) en ~ ie} Oo st feo) wo wy 540 } rt oO vy ‘oO vy ef wy AN a oO ao oS 
3 Sa wn oO co ee) ef xt oy NN wt m~ S wy ion) ri eal io oy we) wt Ne) uy 
to) i . ° . . . . . . . . . . . . « . . . . rs 
Cw coe) N N ct AN et isa) N re oy NN N N or om fas ) NM N 4 isa) 
: ad a) tt Ne) rd hs. wr ~t é fo) No) a ON fon) ™~ r4 wo (oa) wy fa 
fay! w st Ww) co N Qo o vay my wo cx3) ~ oD co} N wo ret Oo oy 
Fe} 7p) . . . . . ° . ° . ° . ° . . . . . . . . 
Bs] o a ~t iva) a) N ~t N N tt (sa) sa] isa) ia ~~ a (sa) as ™ tsa) 
3 
) fon) ~ an fo) o DQ —t toa) to} QD rd a io) an fe) a) ~ oO N Ow 
bs ¢ (aa) OQ I~ uy ee) (aa) ay fon oa ” Ne) ~ a” (aay st ft Q ‘Oo ao r4 
4 . ° . * ° ’ . . ° ‘ ’ . ° > . * . ° . ° 
sa) aa) N N N wd (aa) a rd (aa) N a NN “ny (a) (ua) (aa) “NN a (sa) 
‘ No} ™~ ™ ~ ON a4 oO (oe) Qn an fon Vay ea) Ld ™ Le) ra) om oO re, 
asd wy Ov fon N 4 Ne} [2) rt ceo) Ne) ey Lo) < Ne) rr. oy ™ iva oy 
0) 6A . . . . * ° ° . * > . ° ’ ° . . ‘ ° ° ° 
¢ (aa) ‘ ~t nN ) aa) oy a) Ga) oy sal tt isa) Gal N "” 
Oo 7 mo “sy ise) 4d 
® 
“di Dn te. an rt foo} Va) os) fo) taal w tsa] N oO 2 ey (2) (ee) (oo) ~t Q 
- Ne re ie) (2) val — a N a) se on ~ ea isa) CS rs ts) * = ‘o ° 
U . ° . ‘ *. . ‘ ‘ ° . . ’ 
a) N N N N ri (sa) or] a “N N cr N isa) ~ tsa N N a oy 
5 : Z : o 
Wal <7 wy ron] oy Oe w «oO et vay wo ~T Val t On <3 sf) ia) N x 
ia) ice) Oo (aa) on ren wo ea) ra] Day >) vay ~ o ~ t va) ¢ ? an ie a 
- ¢ . . > ’ . . ’ . ° . . 
= 4 sa) t of sa) Ga) rd oy cor N (sa) is8) oo faa) -t wv wr wv ia) m cy 
Sa 
s) o °o oO 2 Toa) 
te ‘oO fori oh rd ey Oo n sr aN (on) c) oy ~ rt ~~ ¢ ™. 
jd (oN a> ~ fo] ~t ~t an) ai Ps 2 ~i =i ie 2 sD Se SY + SP <5 
o a re “ as ail ro (aa) ow oo a) a N N oO ive) a) N N ri ” 
= (oo tye) ~? (o) ° ~t OQ N 
~t oe) No) aa) a, ~~ 52) oe nis aN Ss oe Oe wk. a oOo Ww to) 
Oo “a v4 Ww Cy % pS ao ‘oO oy On ww es : . s ° . . . . 
ic . z 4 . * : 
an = es aS = a ee el oa om al 9 oa) oT st + ”n on oa) 
4 
=e] Oo on) Wy (or) ” i rs o 
< rsa) D No) tr] co) i a) ~F oO Sh 4 xy = sf D ‘ Ps 
a io) oO a) = t ” oN Lm. od S, ss ae ay hs hee ae a 3 : 
° e . . . . . . . : 
ise) N ol for io) eat ~ ) et aa) N ct N (sa) (ay oy N N fon! (ca) 
= 1 cd cA wy fon ‘o nN a Xe} a 
on” — oO ~~ d ~ N ~ ran) 2 i> os ms oO Gal ~ co foo) wy 
1 ay cae Weck ae ri Oe MO ary uate lk Pat eee Sea et = eats a 
Be ” 4 4 ” (sa) r4 oO N N a) om toa) (aa) (sa) fsa] ~t a) isa) N 
Ge, rt 
art - ‘ font nal ON ° 0 va) rd ry cd 
& ~ es = e = © S Ca eo 3 S < A i oy y “ ~ wo fire) st 
U rt t. <T v sf me * ° e . . . ° 2 
; . . . . . . 
i o a ron) N N et Ga) ol ol a) i) N N tsa) (a) Cag) cor) N ef isa) 
wo fee) oO ie) oy oa) (2) sa) + o ~ 
+ 4 a) a) fo Ya) a co ie] : S Ne) 4 Va) ie) wz ° we) 
+ “o “ A 4 ~ so Ne See us 3 >a Skah) be ‘ 4 cf 5 
Le) a t t ra ay 4 Ao ord ot aa "1 N CO SEA Pe 2 ee! Se 
u 
© O oO Cc oO mn ~t We) i<s) Oo oa 
fo) Ls) * sa) w fon) roa) a roa) = S = oe re Ss as a a ns 7 ee 
Q a 4 rr C we) a 8) Se : x 5 r . ° ° ° % ee . E: 
. . , ‘ . » : n aay oa) NN ¢ 
4 (oe) “N ror 4 « 
na fsa) - “ ro] a ” qt % 
- a .o =] ~ tt OQ “ a is) ie) 
ite) a Re) w et ~t fons an bw 3 oy = rt oa Oo a o mo WY + 
Ne) o ° oO 4 fo) ° OP a2 4 5 i ; ; z ; 4 ; 3 
. ° . ° . . of . om « o oO - fom) wT Tt <9 ~m N oy 
4 sa) vy st 7 Oa) et 
a 
: coal 
dri A - . i ead NN a ~ a wy om toa) a 
xa n ~ (=) fa) ro] (oo) 89 es ‘Zs w “ rope ie es i ee x 
oO 4 o w (sa) wt wr s # . A fj 2 * . . . us 
[o) . ° . . . 4 “8 a ei nal fae] Nn for | fon) m am N N ee , 
mm N NN N N ir 
7 
| 
»' Te] ‘3 ) 
2 | (Syms) “3 Sg) (a N 
3 t ‘At SS HO OED Ol 6st ' ig 
F a *. a es Le Cerf f2 od oO, td >) bey 
ee Snniee ry > a ste ved) Ore IF, CEG Ee 
iS i 2 oye) tired et oO fi 6 ts 4 ic Ors ts aa 
a fs : S PS OS aetin an 10 te 8 es 
Dood ed td ted ire ee BE ) J a 
yi id) i tbe wet mE, | setae : , OATS Pier Dm? al. 
( a> J : ; Her 
0 wo oy AY fa Lae An ie i t - G - o a A a 
< yO 3 a) Oo 0 } fe a 4g Oat ae 
gee ie UnGvod) CED MCS eM Ol AVE 


SIVOD LUOddAS 


STYOD LNd Lao 


jana tee HE aver ai 
oe = $e BA a a te 


ie 
gel it 42.3 
es - 4 feeb 


air ti: 


».. 


99/7) 


42 


ab 
nts and The Amoun 


Rankings of Goal Statem 


be La 
“4 ; Bon ‘ae 
4a 
g 
oe 
y o Q ts) ° ro =f + @) af 
i + i ‘ 1 per ’ a ae re + 
43 
& 
2) 
ay i at ise) oO wo ies) % Oo 
2 ’ + + + t i ' 1 + + + + ‘ + + ' + 
0 
e 
oO 19 9 @ é 
1 + + + i + + j to o+ ’ ! + ee eee + br oo+ ' 
+ ° ° oS wo 
! i i + ' + ' 1 + + + j + + + 
wo w ite) 
° ° ° 
© w (oo) fa 3 
i + + “e te a ' 
w 
* 
ito) + cS te) (2 ] In cS) QoQ Ww oO af Lo) 
! + + i] ' t ‘ + : ' “Ls + 
? 
ft ~ wo ie) co) [o0) co) wo fox) Fe) 
! t- r + + ' ' ' ' ‘ + t + + + r+ 
=f, “oO c a? fo) ° ° 
t + + + 1 ’ i ' ’ + ' + ' + + + 
fo vo) +> Oo oO oO w @o . Q ive) 
’ + + + + ‘ ! ' + 1 ! to o+ t+ 
Ve) w w 
» . s 
a > fo) w + w co) fo} 
‘ + + ' ' + ' + + + + + ‘ 1 + + 
wo wo Sy roy + ro) ° 
t 4 4+ 4 ' 1 im St + + a te boo 
uv = 
” wa 
bad 4 [2 Pp dv 2 a Ff c te ult 
e850 “Hise mo 53 A O AS & A Sy we) Ge Ge ed 
Oe ee as SOG? | in CH onc aet o 5 w fiw iliac es ert) Os toe at 
Oe Ose esiesl PE raat) .O) 2 Ge! oo O00 a a S c My Qo 3 - lepes Ss 
waa Ot Ua uu YPwo ao OG OG 0 We a s ra ¢ + HOO DW Grad F 
SOMA AO Ser fe OF a esierd set ss ae Soe 9 ov Bete i eth PR iu, | PRTC Cie ke 
Cie ete ert ee ctl SRG OO) =dtbD) 4e CARA ered eg aaa Pa a » oO west Ol Tt ee Ol 
I i SR 0 Se = Uc a ara Pe Ene a? “f S mais el) Nata ie 
. { . t J om ¢ ov > © H QO © Eo a oe < : ‘ : ty O- 
Q y i fa e " 5 4 3 Oo sw | Oa. | ie Ae Me het Ee ray f ti 3 < 
=<) ner Oo = & ue Z Wd fu Gd Vv) ti a . 


ee) 


{L00 


SIVO9 Lf 


— 


Ag em 


Rn a 


Or 


~ - un 


at 
& 


2 © 


cy «* 
is td 
bas rt 


Ate 


roy f hay 


TABLE 4 


The important part of this table is in the 
results by group. The results for the 19 
individuals are for incidental comparison 
only. The standard deviations are indica- 
tions of SCR of agreement in rank- 
ing the goal statements. The lower devia- 
tione represent less variation in ranking 
the goal. Notice what happened with the 
standard deviations between the individ~ 


uals and groups. 
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Table 8 


Estimates of Average Courses Costs by Division, by Selected Course Areas, 
and Proportion of Budget to Various Categories 
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Continuing Education: Average Course Expenditure: 8 328,82 
Average Expenditure Per Student: $ 25.86 
Percent of 1973-74 Budget for Direct 46.12% os $ 960,974 
Direct Instruction 
Percent of 1973-74 Budget for All Support _ 53.88% - $ 1,122,734 
100.00% $2 083,70 
57.76% ~ $45905,605 


Instructional Item in the 1973-74 Budget 


Direct Instruction represents the actual salary charges plus 7.5% fringe 
benefits that were used to estimate course costs. The balance of the 
budget was added to the Direct Instruc tion Cost on the basis..or enrolments 
and course hours. 
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September 18, 1973 


br. GriKelly 
Red Deer College 
Red Deer, Alberta 


Dear Gerry; 


Thought it was about time I sat down and "bashed" out a firmer 
statement of what we discussed last Thursday. 


Please find attached a general statement of the methodology I 
hope to follow in studying the Goals and Allocations in Red Deer 
Coliege. Some of the areas of the method are, as yet, only indicative 
of the intent. Those areas will be filled out in the final pro- 
posal after more discussion with yourselves and examination of 
pertinent literature. 


I hope to be in contact with you early next week about an ap- 
Peopriate time to visit. ‘Till then I trust this letter and the 
attached outline will be satisfactory. 


Sincerely, 


Dan 
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TENTATIVE STATEMENT OF THE METHODOLOGY TO BE USED 
IN EXAMINING THE GOALS AND ALLOCATIONS 
IN RED DEER COLLEGE 


The methodology is broken into an Orientation and four separate 


phases. These phases are detailed below. 


Orientation 

The major purpose of the orientation is to allow the researcher 
to receive an introduction to the staff and administration. At this 
time it would be necessary to briefly outline a few points about the 
study, to identify the research style, to highlight the researcher's 
expectations and to allow for some exchange between staff and the 
researcher. This could likely be accomplished at a staff meeting. 
Appropriate eee! akc to key students, support staff and members 


of the board would also be essential. 


Phase 1. 

t. This phase essentially involves the adminstration of an infor- 
* ¢ . tet q 

The instrument asks questions on college goals in "island! ought 

categories. Plans are to involve: 


(a) all administration; 


(b) all faculty with additional information to subgroups on the 


basis of major divisions within the college; 
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(c) a random sample of students; and 
(d) any other groups requested by the college i.e. support Stane, 
selected publics, board members, etc.. 

II. The second step in Phase 1 would involve a reporting of the 
findings from the administration of the IGI. The reporting would be 
to the total group with scores: 

(a) for the total college, and 

(b) for each of the subgroups. 
III. At appropriate times following the reporting, a series of group 
discussions would be developed. Each group should contain representatives 
from each of the subgroups in I above and should be small enough to 
allow discussion (10 to 15 people). The discussions would focus on: 


REC a 


(a) similarities or differences between 'is' and ‘ought' in the 


total college score; 


‘is’ scores; 


(b) similarities or differences between groups on the 
(c) similarities or differences between groups on the ‘ought' 
scores. 
The primary purpose of these discussions is to focus members’ attention 
on the inter-relationship (differences and similarities) between goals 
in the college as a whole and between groups in particular. “No fe= 
solution of differences will be striven for in these meetings. Develop- 


ment of awareness in relation to the goal context of the college is 


essential. 
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IV. At the end of the meetings in III the researcher will: 


fa). 


(b) 


(c) 


Phase 2. 


give an overview of activities in Phase 2; 

request feedback from the groups on ways to improve Phase 
22.-and 

ask for, and record, for use later in the study, suggestions 
about which college structure should handle recommendations 


flowing from the study. 


This stage is somewhat tentative as yet. It will involve the 


longest period of time to complete. Essentially the activities of 


the phase will focus on allocation of resources in the college. In 


particular the following areas will be examined: 


(a) 


(b) 


Personnel allocations throughout the organization in terms 

OLE 

(i) numbers by Department; 

(ii) administrative/staff ratios by Department, by college; 

(iii)staff/support ratios by Department, by college; 

(iv) academic training and experience by College, department, 
and by courses; and 

(v) student contact/student credit hours by faculty member 
or by course; 

A cost analysis (exclusive of capital costs) to the course 


level for all areas of the college including the Extension 


or Continuing Education Function. 
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(c) The analysis of facility utilization on a sampled basis 
and identified by course level. 

(d) A series of other measures based on a further examination 
of some literature related to the analysis of college 
operations plus other acceptable suggestions made from Phase 
Ivor the study. 

An attempt will also be made to link these allocation factors back 
to the statements and goal categories of IGI. Admittediy this is the 
most tenuous part of the study. These connections will, in all like- 
lihood, be difficult to develop at the best of times and may be im- 
possible in some instances due to time and resource restrictions. In 
any event the presentation of allocation data along with the goal 
statements of Phase 1 should provide a sufficient basis on which to 


generate a worthwhile discussion of college direction. 


Phase 3. 

This phase is a joint reporting/discussion phase to be conducted 
in three parts. 
ihe: The first part will involve a brief meeting of all persons parti- 
cipating in the study. At this time an audio-visual presentation will 
be made of the relationship between the 'is' and 'ought' goals of Phase 
1 for the total college and the allocation measures of Phase Phe lhe 
material can also be duplicated for distribution. 
IL. Following this general meeting a series of meetings will be 


structured with each of the subgroups identified in Phase Be pa 
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these meetings three things will be striven for: 

(a) a reporting of the relationship between the ‘is' and 
‘ought' goals of Phase 1 for all subgroups and the al- 
locations of Phase 2; and 

(b) a discussion of discrepancies, issues of allocations 
in terms of goals, matters of concern etc. to each 
subgroup; and 

(c) a recommendation from each group on a method for handling 
the differences between the goals and allocations through- 
out the college. 

Lil. This part will require the reconvening of all participants to: 

(a) discuss ways to remove goal statement/allocation discrepancies; 

(b) attempt to see some way to consensus re goals; and 

(c) reach a final decision about how discrepancies should be 


handled within the college structure. 


Phase 4. 
Readministration of the IGI to determine if there is: 
(a) a change from Phase 1; and 
(b) if the direction of change is away from or toward more 
agreement. 
On initial reading this project would appear to require a great 
deal of participation time. “this observation is correct; it does; 


however, two points must be made: 
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L. This time is spread out over a long period. The meetings 
for report to the total body will be THREE in number and the first two 
will be brief. The last meeting of the total group in Phase 3 could 
last an hour or more and it will likely occur toward the school year's 
end. The discussion meetings will be TWO in number and will require 
from one to two hours. The first of these meetings will be mixed and 
all efforts will be made to allow people to schedule themselves into 
convenient groups. The last meeting will focus on groups of similar 
individuals and regular department staff meetings could be used. 

2 The final point is pertinent. An analysis of the nature 
proposed in this study is no mean or trivial undertaking. Its subject 
matter is central to the operation of the college. Consequently if 
participants are serious about the endeavor they must be willing to 
commit their time and effort to make it operate. The researcher is 
willing at all times to become as deeply committed to the study as the 
participants. The study is owned quite literally by the participants. 
Its express purpose is to speak to an issue central to the operation of 
the participants' organization. Consequently, as I mentioned at the 
outset, it is important at the beginning and throughout for the parti- 
cipants to know what the researcher's expectations and requirements are 


in the study and for the researcher to be freely and openly informed 


of the same things by the participants. 
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In addition the researcher's travel expenses are being met by 
the Canada Council, however other resource requirments are not. Con- 
sistent with the college's "ownership" of and commitment to the study, 
some resource involvement would be expected. Specifically access to 
secretarial assistance and duplication facilities would be helpful. 
Also an agreement to defray the researcher's living expenses, when the 


need arose, should also be discussed. 
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RED DEER, ALBERTA 
56 AVENUE ~- 32 STREET 


TELEPHONE 346-3376 


November 30th, 1973 AREA CODE 403 


Mir. Dan Cornish 
Red Deer College 
Red Deer, Alberta. 


Dear Mr. Cornish: 


I am pleased, on behalf of the Governors of Red Deer 
College, to inform you that the following motion was passed at 
their meeting held on November 21, 1973: 


x 
That the Board support the proposal as 
outlined by Mr. Cornish regarding his 
study into organizational goals. 


Sincerely, 


a 


R.A. Swanson 
Secretary to the Board 
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MEMO 
TO: Board of Governors 
FROM: Dan Cornish 
REs Goals Study 


December 11, 1973 


As a followup of my presentation to the Board on the 
Goals Study last month, it might be helpful to summarize some of 
the more pertinent points. 


I am a graduate student from the Department of Educational 
Administration in Edmonton. 1 completed my M.Ed. with this Depart- 
ment in 1977 and in the following year I worked with the Albarta 
Colleges Commission. This experience was part of my Ph.D. program 
and during that year I worked extensively in a variety of areas 
in the Alberta Colleges. In the year just past I completed the 
course work for a Ph.D. in Administration with a Colleges special- 
ization and I also did some consultation work with the Department 
of Continuing Education in Saskatchewan. Presently I am attempting 
to complete the research dissertation as the final requirement of 
my program. ‘ 


The research I am doing is The Goals Study in Red Deer 

College. The study will require my presence in the College until 
mid-March or April. The major purpose of the study will be to give 
College participants an opportunity to discuss and clarify The 
College's Goals. The information resulting from this opportunity 
will be presented to Board members in an effort to assist them in 

_ Giving the College a sense of direction through the development 
of informed policies. 


To accomplish this purpose the study will be carried 
forward in three basic steps: 


4. This step uses a paper and pencil questionnaire to 
determine what participants think the College's goals are at present 
and what they think the goals should be. To determine changes in 
opinions each person will be asked to fill out this questionnaire 
again near the end of the study. Examples of the types of state- 
ments used in this questionnaire are as follows: 
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2. The second step will allow participants to share and 
exchange ideas about College goals. Done in a group setting, this 
step will ask participants to discuss goals and then place the goals 
in the order of importance considered most significant by the group. 


3. The final step will present information to the part- 
icipants on aspects of current College operation. This will allow 
an opportunity for individuals to compare their views of College 
goals with the reality of College operation. 


At no point will the information which emerges be used 
to evaluate the College. This is clearly not an intention of the 
study. It is simply an opportunity for College participants to 
generate ideas about future directions the College could take. 
Such a collection of ideas should be extremely valuable to new 
Board members as they work to understand and direct the College. 


Thank you for taking the time to read this memo. I look 
forward to future discussions with Board members. Please do not 
hesitate to contact me with any further questions you might have. 
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CAVES Senuary 4, 1973 


8 Dan Cornish 


Progress Report on The Goals Study in Red Deer College 


r * acetatetcel india — Pon ro POTS eee LO e je aks 
RASTA Sea a RSP AGREE Na ET CAS DS AN READ 
Sead phat 


3 é en seetban iene SERRA ets aia 
LIGAEN YL LAL LER TELESIS 


“Progress on The Goals Study to the end of December 1973 was very satisfactory. 
All major groups in the College had been contacted, although not every person in 
€ach group was available at the time of initial contact. Attempts at reaching 
everyone have resulted in seeing all but 22 of the 135 participants. Contact will 
be made with these individuals prior to distribution of the Institutional Goals 
Inventory (IGI) in January 1974. 


A memo was sent to Board members to clear up some misconceptions resulting 
from poor initial communications from myself about the format of the study. 
Returns were also made to key people in other groups to check on misuncerstandings. 


All duplication work necessary to conduct the use of the survey questionnaire 
(IGI) and to conduct the GOALS group activity have been completed. The GOALS 
activity has been tentatively set for February 18, 1974. The logistics of 
confirming this date with various College groups has yet to be executed. 


Contacts have been made with the Registrar, the Finance Officer, the Campus 
Planning Office, and the Computer Centre in relation to the Allocation information 
to be used in The Study. This information is available and each office is aware 
of the need for this information and arrangements have been made to gather Liss 
times appropriate to both The Study and the individuals in each of these areas. 


A meeting is planned with all Faculty on January 4, 1974 and at this time The 
Study will be briefly reviewed and the initial questionnarie distributed. Dis~ 
tribution of the questionnaire to the rest of the College will also begin at this 


time and the target date for returns is January 30, 1974. 
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January 1974 


To All College Staff and Members of the Board 


Please find enclosed the Institutional Goals Inventory. 
This questionnaire is the first step in the study on College 
Goals that I am conducting in Red Deer College. 


The inventory is straightforward, requiring responses 
to be checked on the answer sheet enclosed. When you have 
completed the questionnaire please return the ENTIRE PACKAGE 
to Kay Coffey in the second floor secretarial pool office or 
mail to me at the College. 


Code numbers have been placed on all materials to 
ensure the confidentiality of responses. The numbers are also 
necessary to keep the packages intact since everyone will be 
asked to fill out the inventory once more in the winter term. 


Please do your utmost to have the packages back to 
me by January 30, 1974 since the second step of the study 
requires the completion of step one. 


I have attempted to contact everyone in the College 
prior to the distribution of this inventory. lft “Pailed “ta 
contact you please be aware that I am interested in any 
contributions you might have to make to the study. I am 
located in the secretarial office on second floor and I would 
appreciate hearing from you. 


Sincerely, 


Dan Cornish 


“ephnbigde yen nee tear onna 
Re eee ibe iin ee) Te mu 


a7 an yer peg Ey. eee Rar 
‘en ae Pie bans mh Parone Aisles f ; 
. ae _ ee 


i C (Va ae | : al a . 
° y erent ari ra | 
hig, hee ie aed tliat ovat ald 
reg ‘hy ee geet Yee pany net an eet sh 
Tie) iaies . ay Soa ts ee 


| ay iy tne ae ah oie, sero cased aelea 
ey Sed aye cbt cep pel a: mete ENE RGR ROIS 
. 5 hte Gee aed: abe Ae Pe ls ai 
eee te ‘on cya alk 


- alte gape eile, duane! Sal mae . 


1% 4 oe ra, i 

ASM Le i ‘eae werd, We Nese, as deh 

ie pakwerteie ede UF el glam adueubabts lane, 
! lottiiie ai oo Ge ape STG Hoy nooks pays: 
tiie: (ill, ative Hep agdl Mo: Sy Rote tay aioe a, ae he pai 

TT aa eh ene ee 
co Fey . * 4 ti ae bet xt res ani 
% &¥ peer ts os Hy Ve i Fy Pea i wn 
4 a * ze" et 
\ Asti eat] toatl i 
\ 
& 


254° 
TO: ALL COLLEGE PERSONNEL AND MEMBERS OF THE BOARD oF GOVERNG! 


FROM: DAN CORNISH 
RE 3 GOALS STUDY 


February 8, 1974 


mt awe 


ae 2 


We have now reached the end of the first part of the GOALS Stucly in 
Red Oeer College. ffiost of you have filled in the Institutional Geals Inventory. 
The information from this questionnaire is to be used to identify differences 
and similarities that exist between what the majeur groups in the College 
perceive College Goals to be. Similar information will also emerge an what 
roups perceive the goais should be, 


On Friday, February 15, 1974 you will be given a chance to examine 
set of possible goals for Red Deer College. You will be asked to participate 
in one of several groups made up of different College personnel. Each group will 
bs working through an exercise called G.0.A.L.S5. which is designed to stimulate 
interchange of ideas about the priority ‘of various goals and the future direction 
of the College. 


fater in this tearm JT will be asking you to fill out the Institutional 


Goals Inventory for a second time. This will give me a general 1 indication 
of changes in attitudes, some of which may be ascribed to the exchange of 


Viewpoints during the Friday G.O.A.L.S. activity. 


While these activities are integral to my Ph.D. thesis, they will also 
A > . ‘ : ie ese © “atta + ? 
generate valuable information for future decision-making in Red Dee 


tr College; 
in particular they will assist in developing ae 5 Year Plan. The experience 


should also aid in apening lines of communication and give members of the major 
groups in the College a better understanding of aon other. I look forward to 


- | y e “HG i ig by 1, 
seeing you in the Team Teaching Theatre on Friday, February Ls 
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I am sending you a package of materials to be used in the G.G.A.L.S. 
ACtavity on Friday, MP LL ton 15; 1974, to allow you to become familiar with 
the exercise, 


One of the major benefits that this exercise yislds is the participation 
in @ discussion of goals which will occur on Friday. Howover, there is consid 
erably more value attached if individuals can take the time to attempt tha 
Oxercise on their own befare the Friday, This will allow you to compare how 
yOUr own ideas relate to those emerging from the group discussion on Friday. 
Peshans your initial thoughts will bs altarad as a result of axperisncing the 
Pinions of others. 


Would you please take the contents of this package, read the instructions 
NG Gegin at the heading "THE WHITE CARDS" and assign ranks to the different 
Olored goal statements. Use the sheet “Individual Sort #1" ta record the 
results of your rankings. Whera the word GROUP occurs in the instructions 
Ilsase substitute INOIVIOUAL. 


This activity on your part can make Friday's activity much more meaning- 
ful, At the very outsida,make an effort to become familiar with the Glossary 
af Soak Statements. 


PLEASE COME ON FRIDAY, FEBRUARY 15, WITH THE TOTAL PACKAGE INTACT. 
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MEMO 
TO: The Board of Governors, February 8, 1974 
Red Deer College. 
FROM: Bill Forbes, President. 


RE: COLLEGE GOALS 


Next Friday, commencing at 12:30 p.m., we will all be meeting 
at the College with some students, Faculty and supportive staff to 
cooperatively develop an outline of the broad Goals of the College. 
The discussion which will ensue at this meeting will enable the Board 
to have an indication of those areas of College activity which we 
jointly consider to be the most important and to which we should 
give priority of resources. 


You will recall that this meeting was to occupy a full morning 
and afternoon. As the Board felt that this was too long a period to 
be absent from their prime resonsibilities, the length of the meeting 
has been reduced to one afternoon. To replace the time not being 
taken in the morning, it would be appreciated if you would do ap- 
proximately 1 1/2 hours homework. Faculty, students and support staff 
who are participating in the meeting also have been asked to under- 
take this assignment. 


The home study that we would request that you complete is outlined 
on the attached instructional sheet. Following these instructions you 
will ascertain how you, alone, would allocate importance of resources 
to certain aspects of College life. Through doing this, you will also 
become familiar with the terminology in the Glossary. 


Next Friday, you will be doing exactly the same thing as you haye 
done alone, except for the significant difference that you will be part 
of a four-member team with representatives from Faculty, the Student 
body, supportive staff and the board and/or Administration. The purpose 
of the team approach is to ascertain how our self thought-out views 
are modified by group discussion and multi-faceted viewpoints. In turn, 
this enables the College to determine what kinds of information we need 
to provide more of, to each of the participating groups. 


If you are unable to undertake the attached assignment, it would be 
helpful if you could read over the Glossary of terminology before next 
Friday so as to facilitate discussion. 


Thanks. 
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PRESENTATION AT THE G.O.A.L.S. ACTIVITY 


Good afternoon. I would like to welcome you and thank you for 
coming to attend this session to discuss possible goals for Red Deer 
College. 

As you know I am working with you to identify possible goals for 
Red Deer College. All of you have already responded to a questionnaire 
called the Institutional Goals Inventory. This questionnaire was 
designed to begin all of us thinking about alternative ends or accomplish- 
ments toward which the College could stand. 

This afternoon I want to give you an opportunity to participate in 
a small group where you will discuss possible goals for Red Deer College. 
In this group you will be asked to rank, in order of importance, a series 
of actual goals proposed for this College. In doing this you will become 
aware of the kinds of problems which occur when people both agree and 
disagree on the directions they think the college should be taking. 
This should provide valuable information on which to base future decisions. 

I think we all realize that people in the college have different 
points of view because of the different activities in which they are 
involved. The Board likely sees the goals of the college in a broader 
manner than the rest of us. Instructional staff may find it easier to 
consider the instructional outcomes of college activities. Others may 
place more attention on activities required to support instruction in 


the college. Our activity today will focus attention on Overall Purpose 


Goals, Instructional Ends Goals, and Management Support Goals. 
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Clearer understanding of the Goals in Red Deer College should pro- 
vide you with an orientation to the future and assist you in planning 
and policy making. These goals will provide guidelines for activity in 
the College and they will help you decide upon the appropriateness of 
a variety of activities. Goals also become the standards by which people 
both inside and outside the College evaluate its success. 

Finally goals can be set in Red Deer College in four ways. 

dea By the order of top level administration or the Board. This 
method creates problems because people in the college have no commit- 
ment to the goals. 

7s Committees can be established to identify goals and establish 
priorities for goals. 

oh Surveys or questionnaires with pre-established sets of goals 
can be given and peoples' replys requested. 

4. A final method combines all of the first three and it re- 
presents our efforts in Red Deer College. Here were are using question- 
naires to begin people thinking about goals. Further, an opportunity is 
being presented to you today to discuss and rank goals for Red Deer 
College. All of this information will finally be presented to your 
Board as they exercise their responsibility to establish policy for 


Red Deer College. 


It should now be appropriate to briefly examine the task which we 


face this afternoon. 
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- After we have run through the G.0O.A.L.S. directions you will 
be asked to Bete an individual sort. 

- | Following this a short break will occur and then you are 
asked to move with your groups to the rooms identified on the sheets 
which identify the G.0.A.L.S.° groups. 

- There, you will be asked, through open discussion, negotiation 
and compromise, to develop a team solution of placing priorities on 
the goal statements. 

“ A package for your group is in each room and a recorder, who 
feet aid | tag with, the+G.O0cA.[.5. activity, ts: in each group: 

= Two referees and myself will be available on a circulating 
basis to assist with seem on and procedural problems. A glossary 
of goal statements is in each room. 

= Coffee will be available and all are invited to a wine and 


cheese party at 5:30 p.m. 
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G.O.A.L.S. = INSTRUCTIONS 


In a few moments you will be leaving to go to the location 
of your group. Your group and its location is identified on the 
accompanying sheet of G.O.A.L.S. Groups. 


There you will find a package which will contain: 
~ a display board; 
- goal statements on three colors of 
paper’ - white, blue, and red; 
- a2 group sort sheet: 
- a glossary of goal statements, 


Your group's major task is, through open discussion, 
negotiation and compromise, to develop a team ranking of 46 goal 
Statements. Treat these statements as real for the College and 
make the rankings conform with what your group thinks should 

“exist at Red Deer College. eur 


Consensus is one way of reaching a team decision; 
“Majority rules" is another. Other ways also exist and your team 
should give some thought to how it will make decisions. The 
method of decision-making should be consistant with your decision- 
making activities in Red Deer College. 


/ It is also important to identify a group leader. 


THE WHITE* CARDS 


These cards deal with the overall purposes of College 
education, 


mour task - 


Your first task is to determine the amount of effort 
that the entire College should devote to six general types of 
programs, : 


~ 


The Setting - 


1. Arrange the white cards so each can be read. Check 
the glossary in your room if meanings -are unclear. 


2, Now arrange the white cards in order of priority 
by placing on the blanks in the top line of the display board 
One card in the top block labeled "Most Important Program, - 11 
Second Most Important Program," etc.. Assign priorities to a. 
$ix general purpose goals. 

2 Once vour group is satisfied with the aa PS 
| kes a eens by Blacin e numbers of the 
BOF these goals record the results by placing i zB ue ERAT Grad 
goal statements in the appropriate blanks on the Sroup © Bets 
Proceed to the blue cards. 
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THE BLUE CARDS 


These cards deal with ins structional ends goals. The 


cards focus instructional effort on Soecific “outcomes that can 
be demonstrated by performance, 


Your task ~ 


Your next task is to assign priorities to instruttional 
ends goals 


ane Setting - 


The display board represents the limits placed on you 
by the resources available in your College. The blue cards are 
to be sorted on the middle of the display board. You must 
Stay in these limits. 


1. Arrange the 20 blue cards so all can be read. Check 
the glossary if meanings are unclear. 


2. in assigning priorities the total of 20 cards 
CANNOT EXCEED 100%, You may expend less than 100% if you desire, 


3. Now that you have a general idea of the instructional 
ends that are possible, start assigning a percentage of instructional 
®ffort to the highest-priority statements first. This is done by 
placing the blue cards in the space designated for them on the 

isplay Board. Blue cards are not expected to relate directly 
to any white card. 


4. Now, continue arranging blue cards across the Display 
Board until you have placed all 20. 


Remember, in assigning priorities, the total of 
all 20 blue cards (instructional ends) CANNOT 
exceed 100% ~ although the total of all 20 blue 
cards can total less than 100%. 


5. Stop now and consider the decisions you have made, 
Please feel free to make any changes, Your decisions should 
Betlect a scale of priority for ingtructional ends 


6. Once the group agrees with the arrangement of goals, 
statement aoe inthe 


record the results by placing the goal 
appropriate blanks on the Group Sort Sheet, Proceed to the red 


eards, 


THE RED CARDS 


deal with Management Support Goals or 


. c 
These cards Sort instructional ends, 


administrative commitments required to, aan 
Pour task 

Your next ‘task is to assign priorities to Management 
Support goals 
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The Setting - 


The Display Board represents the limits placed on you py 
the resources available at your institution. In placing the 20 
red Cards, you must stay within the boundaries provided for the red 
Cards, Each block represents a percentage of management support 
that can be committed toward achieving the instructional outcomes, 


i Piease arrange the 20 red cards in front of you se 
you can read the goal statement on each one. If the meaning of 
Sey statement is unclear, please refer to your Glossary. 


2. in assigning pricrities, the total of all 20 red cards 


cannot exceed 100%. However, you may expend less that LOO%, 


3, Now that you have a general idea of the management 
Support that is possible, start assigning a percentage of resources 
to the highest priority statements first. This is done by placing 
the red cards in the space designated for them. Red Cards are 
Bec expected to relate directly to any white or blue card. 


4. Now, continue arranging red cards across the Display 
Board until you have placed all 20. 


5. Record the arrangement of the red cards on the Group 
Sort Sheet. 


You have now completed the task of ranking. the 46 goal 
statements. Please put the complete package of materials together 
ana return it to the table at the rear of the Team Teaching 
Centre. 


Thank You For Your Participation. 
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MEMO 


416% Selected College Personnel 
and Board Members February 21, 1974 


FROM: Dan Cornish 


For those of you receiving this package it will be the 
last time you will have to respond to the questionnaire. You will 
Beeall this testing of the IGI is being given to only one half 
of the people who participated in the G.O.A.L.S. exercise on last 


meiday, February 15th, 1974. 


The purpose is to determine if there was any impact on your 
perceptions of college goals as a result of the Friday exercise. 


Jf It is ESSENTIAL that everyone respond who receives this 
mailing. Any reduction in responses will make it very difficult, 1: 
Please return the COMPLETE IGT 


not impossible, to use the results. che 
package to Kay Coffey on the second floor or place it in my mailbox 


Much thanks for your superb cooperation. 
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OUTLINE OF FINAL REPORT PRESENTATION TO RED DEER COLLEGE 


ie PREFACE - Brief, compact, concise - 1 1/2 hours 
= Outline of Today 
= Intro. 
= Feedback 
- Goal setting process - what I came to do - 
not to evaluate the college. 
- Implications. 
Be UNTRO. 1.  Control/manage data -- Info 
he Study Process — Entry, IGI Test 1, group activity 
G.0,A.L.56,¢Llest’ 2, into, Test. 3; 
- Looking for impact of group info 
~- goals & the process of coming into ROC. 
*Much data ~- decisions -- info.* 
Test 1 IS cf SB by major group with total college as base 
Test 2 Same 
Test 3 IS cf SB by Total College only. 
EMPHASIS - Is -- Should Be 
- Diffs Between groups -- amt. of agreement. 
Si Validity of Data -~ new staff, large enrol increase 
-- Process Emphasis 
4. Process of Interaction -- Time Limit we ean't talk 


forever. 
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C. DATA FEEDBACK 


Transparencies 


Di GOAL SETTING 
4 What is a Goal? - not only static, single, final statements. 
to so consider is misreading. 
- are dynamic, are a process 
- goals cannot be understood, identifed 
without reference to process. 
Die Go through as an individual to better understand. 
Problem in any organization is individual/organization 
match. 
- it is effective match which gives the organiz. life. 
Se Contract to understand indiv./organ. - 2 elements 


= Collective Agreement 
2 Physchological Contract - match between 
personal goals & Percept. of organiz. goals. 

- anh of tolerance - 
how much give up on personal goals depends on 
kinds of payoffs - psycholog. and collective - 
relative to other type of contract. 

colidectdver roi fay Psycholog. - Responsib. 


- control over 


hrs. work i 
work envir. 


time off 
- Trust 
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4. Negotiation - Not just collective bargain - only part 
Negotiate - role - input to decision making 
- responsibility 


= Inter-relation of negotiate possible in 
above areas and collective area. 
oe Availability of Resource - input to negotiate 
Resource - not only fiscal 
= policy commitment - Personnel 
- Program 


Total human resource 


RECAP - 3 basic elements which are vital to seeing goals as 


processual & not just static. 


Psychological contract people willing to accept related to 


Availability to the Negotiation/Bargaining Process and 


this is 


related to amount of pei ost which can be affected by 

this process. 

Ge Slack - Sidepayments - it is this which allows the type of 
negotiation possible to enable people to move from their own 
personal goals to collective goals of the organization. 

-—- amt. which permits Trade Offs 


Goalsetting is dependent on people - recognizing 


~ being able to practice 


- being permitted & given 
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opportunities to participate in the negotiation 
required to make sidepayments & tradeoffs. 

- essential is being given the 
opportunity & total resource concept to engage 
in goal setting. 

Negotiation focused on - daily relationships 
| - policy commitments 
- locus of decision-making 
- amt. of respons. 
Consequence is never-ending round of negotiation, give & 
take. Individual is faced with a problem of matching 
of his needs with ability of organiz. to satisfy needs. 
While at same time achieveing the purposes of the organization. 
INDIVID. NEEDS ----% V €---- organization mandate 
never completely unrelated or unaffected 
by each other 


V Organization goals. 


CONTINUAL MATCHING PROCESS 


Good match pmaintain 
canstant negot. Owe 


Poor match imprave 


to know - to understand - to direct 
SO WHAT! !-——*" 


process — to be in control 


balance 


pts to know, to ignore - the process 
- let it work. 
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E. IMPLICATIONS 
1. Personally — Matching Prodess - know own goals 
- know goals being processed in 
organization. 
- process 
- how negotiate 
- slack available - amt. 


& kind. 


— quality of match. 


2. Leadership A. one element of leadership flows from goal 
setting. = Board & senior advisor to be aware of this 
process. 


- set policy consistent with & to facilitate 
or control the process. 
- remember the process works at all levels & 
in the legal/sociolegal context of our society it must start with 


the top of the organization. 


_ Board be one concerned with stating the 
Broad processual directions - the college goals being aware of 


input from all sectors. 


- staff & faculty input to translating the 
goals into more specific objectives - this too involves the same 


process the focus is somewhat more specific 


monitoring of objectives gives indication 
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of the status of both the process and as a consequence the general 


goal. 
Be responsibility to monitor the match 
for personnel and - devise policy to facilitate the match or. 


oe assist individuals through or out of 


debilitating matches. 
3. Decision-Making 
In view of the negotiation aspect of goal setting, it is 


essential that the following issues be considered: 


who are the influencers 
- what input can staff have to decision making? 
~ where does this decision making occur/ - decision points 
= is it visible who has access to formal decision - 
making structures? 
- NOT TO DECIDE IS TO DECIDE!! 
= No resolution of the above is a resolution - negotiation will 
continue 
~ it can't be supressed, it is essential to the match in the 
psychological contract. 
Goal-setting process focuses attention on these issues and 
suggests that they should be consciously and carefully dealt 
with. 
A. Resource Allocation - given the above goal concept, then governance 


& administrative policy must deal with the resouce issue. 
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= slack must be created in the organization & this requires 


careful judgement - too much = fat just enough = careful, 


prudent reserve. 


_ individuals must cooperate to generate slack. but 

- must also have some access to its use in the making 
of sidepayments & tradeoffs. 

_ if this is to be possible individuals & groups must 
operate within - be guided by policies which give some discretion 


responsibility & accountability. 


WHERE TO FROM HERE 


Concentrate on the Should Be directions but mainly. 
Be aware of the process the need for policies which permit the 
negotiation & resource allocation required to effect an effective 


Match. 


Regular assessment of the broad general goals - IGI is a good iniating 


device. 


Opportunities for individuals to develop the organizational skills 
& prerequisites necessitated by the goal setting process. 

- team building 

~ bargaining 

-—~ conflict resolution & not supression 

- responsibility 


- visible participation in d-making 
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APPENDIX H con't 
SAMPLE OF OVERHEAD TRANSPARENCY PROFILES USED IN THE FINAL REPORT 
"Ts" AND "SHOULD BE" ALL COLLEGE PROFILES FOR ALL THREE TESTS 


FIGURES 3 TO 8 
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